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FOREWORD 


This  workbook  represents  the  second  phase  of  a  statewide  project  begun  in  1984.  At  that  time,  the 
Massachusetts  Board  of  Library  Commissioners  awarded  a  Library  Services  and  Construction  Act 
grant  to  the  Options  for  Small  Libraries  Committee  to  define  the  needs  and  problems  of  small 
libraries  and  to  identify  the  local,  regional  and  state  support  required  to  improve  their  situation.  The 
committee  was  chaired  by  Janet  Baker,  then  director  of  the  Conant  Free  Public  Library  in  Sterling; 
it  employed  the  services  of  out  of  state  consultants  Nancy  Bolt  and  Corinne  Johnson. 

Work  on  the  first  phase  of  this  statewide  project  resulted  in  the  publication  in  1985  of  Options  for 
Small  Public  Libraries  in  Massachusetts,  Recommendations  and  a  Planning  Guide.  The  importance 
of  this  publication  lies  in  that  it: 

—  identified  ten  elements  necessary  for  basic  public  library  service 

—  stressed  the  need  for  planning  and  the  necessity  for  trustees  and  staff  to  make  in- 
formed choices  about  the  delivery  of  public  library  service  at  the  local  level 

—  outiined  the  steps  necessary  to  undertake  a  planning  process 

—  introduced  the  concept  of  service  roles  and  presented  a  method  for  role  selection 

—  stressed  the  importance  of  focusing  on  services  which  satisfy  local  needs  and  for 
which  the  library  has  adequate  resources. 

Since  the  publication  of  Options,  the  Public  Library  Association  (PLA)  has  introduced  a  two- 
volume  guide  to  be  used  for  planning  public  library  service:  Planning  and  Role  Setting  for  Public 
Libraries  and  Output  Measures  for  Public  Libraries,  2nd  ed.  These  volumes  are  meant  to  be  used 
together  as  a  step-  by-step  guide  to  the  planning  process.  They  are  intended  for  use  by  libraries  with 
at  least  one  full  time  professional  librarian,  and  will  be  most  useful  to  libraries  serving  populations 
of  approximately  15,000  and  over. 

Small  libraries  also  need  to  provide  for  the  most  effective  use  of  limited  material  and  human 
resources,  but  for  many  of  these  the  PLA  planning  process  referred  to  above  may  be  too  time-con- 
suming. This  workbook  recognizes  the  constraints  of  staff  time  and  budget  in  small  libraries  and 
has  been  formulated  as  a  modified,  step-by-step  guide  to  use  as  a  planning  tool.  It  is  constructed  on 
the  foundation  laid  by  the  Options  for  Small  Public  Libraries  Committee  and  draws  heavily  on  the 
PLA  guides  as  primary  resources. 

It  is  suggested  that  small  libraries  using  this  workbook  consult  the  PLA  guides  as  sources  for  ideas 
and  for  more  detailed  descriptions  of  planning  methods  and  techniques. 
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PREFACE 


Planning  is  the  key  to  excellent  library  service.  At  its  heart  is  the  knowledge  that  each  community 

—  is  different 

—  is  entitled  to  a  level  of  library  service  that  meets  its  particular  needs 

—  must  decide  what  kind  of  library  service  best  suits  those  needs 

—  must  make  decisions  about  how  to  spend  its  funds 

—  must  win  local  support  to  fund  its  library  adequately. 

As  representatives  of  the  community,  library  trustees  are  empowered  to  decide  what  services  the 
library  will  offer.  Trustees  are  also  responsible  for  ensuring  that  the  library  has  the  resources  needed 
to  provide  these  services.  To  determine  what  is  "adequate  service"  for  their  municipality,  trustees 
and  staff  must  take  a  look  at 

—  what  the  services  are  now 

—  what  library  resources  are  available:  staff,  collection,  building,  funding 

—  what  the  community  is  like  now 

—  what  it  may  be  like  in  the  future 

—  what  the  community  wants  from  its  library 

—  what  resources  it  takes  to  provide  what  the  community  wants. 

This  workbook  provides  a  planning  process  to  be  used  by  the  library  director,  staff,  trustees  and 
other  members  of  the  community  to  decide  what  kind  of  library  service  will  best  serve  the 
community.  Planning  is  work,  but  it  is  exciting  work.  There  may  be  surprises  in  store,  or  findings 
may  validate  what  staff  and  trustees  always  suspected  about  the  community  and  its  library  needs. 
After  a  library  has  gone  through  the  steps  in  the  workbook,  a  plan  will  be  completed  which  will 
ensure  that 

—  services  match  community  needs 

—  resources  will  be  used  effectively 

—  the  library  will  know  what  changes  and  additions  to  service  are  needed  for  the 
future  ...  a  long  range  plan! 

This  long  range  plan  can  be  used  in  cooperative  projects  or  fundraising;  it  can  be  used  to  solve 
local  problems;  it  can  be  used  with  local  officials  and  community  groups  to  document  library  needs 
and  secure  additional  revenue. 
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HOW  TO  USE  THIS  WORKBOOK 


The  Small  Libraries  Planning  Process  is  designed  to  be  used  at  the  local  level  by  a  planning 
committee  composed  of  people  who  are  directly  concerned  with  improving  local  library  service. 
The  process  consists  of  a  series  of  steps  which,  when  followed,  will  result  in  a  long  range  plan  for 
library  improvement. 

For  optimum  results,  it  is  strongly  recommended  that  first-time  planners  seek  the  advice  of 
consultants,  especially  during  the  beginning  phases  of  the  process.  Assistance  is  available  from  the 
Regional  Library  Systems  and  the  Board  of  Library  Commissioners  to  initiate  and  carry  out  the 
various  steps  of  the  process. 

Each  planning  committee  will  want  to  set  its  own  pace  for  moving  through  the  steps,  with 
comfortable  deadlines  for  accomplishing  each  step.  Some  libraries  may  be  able  to  complete  the 
process  in  three  or  four  months;  others  may  take  longer. 

Some  steps  of  the  planning  process  can  be  accomplished  within  a  two-hour  period  and  require 
board  participation,  as  in  Steps  1  and  2,  Deciding  to  Plan  and  Creating  a  Profile  of  Library  Services. 
Other  steps  in  the  process  involve  assembling  and  organizing  information  and  will  require  staff 
time,  as  in  Step  3,  Gathering  the  Data.  The  time  invested  in  careful  preparation  of  the  data  is  well 
worth  the  effort.  It  will  not  only  make  the  steps  which  follow  easier  to  accomplish  but  will  result  in 
information  that  is  valid. 

The  steps  in  the  planning  process  are  outlined  beginning  on  the  next  page.  Identification  of  who 
is  responsible  for  each  step  is  indicated.  Instructions  and  worksheets  are  provided  in  the  full  text 
which  begins  on  page  7. 
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PLANNING  STEPS 


1.  Deciding  to  Plan 


Page  7. 


Board  of  trustees  and  staff 

—  know  what  the  library  wants  to  achieve  from  its  planning  process 

—  appoint  a  planning  coordinator  who  will  be  responsible  for  the  overall  process 
and  for  specific  activities 

—  allocate  the  resources  required  for  planning:  time,  staff,  funds 

—  establish  a  time  table:  from  3  to  6  months 

—  consider  outside  professional  support:  regional,  state. 
Board  of  trustees 

—  votes  to  proceed  with  the  planning  process 

—  appoints  the  planning  committee. 

2.  Creating  a  Profile  of  Present  Library  Services   Page  10. 

Planning  committee 


—  reviews  the  requirements  for  state  aid,  the  Standards  for  Public  Library  Service  to 
Children  in  Massachusetts  and  the  basic  elements  of  library  service  as  described 
on  pages  10-14 

—  gives  first  priority  to  methods  of  improving  library  service  in  order  to  meet  these 
requirements 

—  creates  a  profile  of  the  library's  services,  role  by  role,  using  the  role  descriptions 
on  pages  15-25  and  the  Role  Prioritization  Exercise  (RPE)  Worksheets  #1  and  #2 
on  pages  28  and  29 

—  indicates  the  level  of  service  within  each  role  which  the  library  is  currently 
providing. 


Staff/Planning  Coordinator 

—  reads  the  data  gathering  section  and  collects  basic  community  information  using 
Worksheet  #3  on  pages  33-  35 

—  gathers  basic  information  about  financial  support  which  the  library  receives  from 
the  community  (input  measures).  Use  Worksheet  #4  on  pages  36-42 

—  defines  what  services/benefits  the  library  gives  to  the  community  (output 
measures).  Use  Worksheets#5  and  6  on  pages  43-45 


3.  Gathering  Data 


Page  30. 
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—  surveys  library  use  by  role  using  Worksheet  #7  on  pages  48  and  49.  Worksheets 
#8  and  9  on  pages  50  and  51  act  as  summary  sheets.  Worksheets  #10-14  on  pages 
52-56  display  percentages  of  role  activity  by  service.  Worksheet  #15  on  page  57 
provides  a  summary  of  services  by  role. 

—  identifies  the  library's  position  in  relation  to  the  Eleven  Elements  of  Basic 
Library  Service  using  Worksheet  #16  on  pages  58-60 

—  addresses  library  performance  in  general  using  Worksheet  #17  on  pages  61-65. 


4.  Cost  Estimating  Page  69. 

Staff/Planning  Coordinator 

—  determines  present  cost  of  service  by  role,  using  the  cost  estimating  process  on 
page  69  and  Worksheets  #18-31  on  pages  70-91. 


5.  Interpreting  the  Data   Page  91. 

Planning  Coordinator 

—  reviews  and  interprets  data  and  cost  estimating  from  completed  steps  3  and  4 
(Worksheets  #1-31)  as  presented  by  staff  and  focuses  on  understanding  the  total 
library  situation  at  present. 

—  compares  average  score  of  each  role  from  the  first  RPE  (Worksheet  #2)  with 
actual  role  emphasis  (Worksheet  #31).  Use  Worksheet  #32  on  page  93. 


6.  Selecting  Roles  for  Emphasis  Page  94. 

Planning  Committee 

—  completes  2nd  RPE,  Worksheet  #33  on  page  95  to  determine  what  service  roles 
the  library  should  emphasize. 

Staff/Planning  Coordinator 

—  summarize  results  of  second  RPE  using  Worksheet  #34  on  page  96. 
Board  of  trustees 

—  confirms  or  modifies  by  vote  roles  selected  for  emphasis  after  review  of  costs  and 
other  related  information 

—  addresses  any  internal  problems  discovered  during  the  process. 
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7.  Developing  Mission  Statement,  Goals  and  Objectives 


Page  97. 


Planning  Coordinator 

—  prepares  drafts  based  on  role  prioritization,  data  gathering,  cost  estimating  and 
discussion  and  submits  to  full  Planning  Committee. 

Planning  Committee 

—  reviews  the  drafts  and  revises  as  appropriate. 
Board  of  trustees 

—  formally  adopts  by  vote  at  board  meeting. 

8.  Preparing  the  Written  Plan  Page  100. 

Planning  Coordinator 

—  prepares  formal  plan  based  on  board's  decisions  on  roles,  mission,  goals  and  ob- 
jectives. Planning  committee  should  review  plan,  revise  as  appropriate  and  for- 
ward to  board  for  action. 

Board  of  trustees 

—  discusses,  approves,  and  adopts  final  plan. 

9.  Implementing  the  Plan   Page  102. 

Board  of  trustees  and  staff 


—  convert  plan  into  action. 

—  have  joint  responsibility  for  monitoring  the  library's  success  in  meeting  goals  and 
objectives  set  forth  in  the  plan. 


Board  of  trustees  and  staff 

—  share  responsibility  for  making  planning  a  continuing  process. 

The  following  pages  detail,  step-by  step,  how  to  engage  in  this  process.  You're  on  your  way! 
Good  luck! 


10.  Revising  the  Plan  for  the  Next  Planning  Cycle 


Page  103. 
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STEP1:  DECIDING  TO  PLAN 


Board  of  Trustees  and  Staff  Decide  to  Plan 

The  initiative  for  engaging  in  a  planning  process  may  originate  with  the  staff  or  with  the  board, 
but  the  reasons  for  involvement  must  be  clearly  recognized  by  both.  Motivation  for  planning  should 
stem  from  the  desire  to  achieve  excellence  in  the  provision  of  service.  This  planning  process  is  based 
on  the  belief  that  excellence  in  library  service  is  possible  for  even  the  smallest  community. 

Responsibility  for  effective  planning  at  the  local  level  should  focus  on  one  person,  the  planning 
coordinator  (usually  the  library  director).  That  person  must: 

—  be  committed  to  the  process 

—  be  both  creative  and  objective  in  looking  at  library  services 

—  create  a  positive  climate 

—  inspire  trustees  and  staff 

—  chair  the  planning  committee 

—  allocate  time  and  resources 

—  assume  responsibility  for  producing  a  formal  planning  document. 

A  successful  planning  effort  cannot  rely  entirely  on  one  person,  however.  Once  it  has 
recognized  the  merits  of  planning,  the  board  must  not  only  approve  of  the  effort  but  also  participate 
actively  in  the  process. 

Forming  a  Planning  Committee 

The  planning  effort  should  involve  a  planning  committee  consisting  of  five  to  nine  members.  If 
there  are  no  more  than  six  members  on  the  board,  all  trustees  will  want  to  participate.  With  more 
than  six  trustees,  the  planning  coordinator  should  select  from  the  board  those  who  are  willing  to 
commit  themselves  to  the  effort.  If  the  library  director  is  not  designated  as  planning  coordinator,  it 
is  assumed  that  the  director  will  be  a  member  of  the  planning  committee. 

Consideration  should  also  be  given  to  including  other  staff  members  and  community  repre- 
sentatives such  as  Friends  of  the  Library  and  municipal  officials.  Keep  in  mind,  however,  that  the 
larger  the  committee,  the  more  time  it  is  likely  to  take  to  complete  the  process:  On  the  other  hand, 
community  representation  can  broaden  the  base  of  support.  In  the  event  that  the  planning  committee 
becomes  a  subcommittee  of  the  board,  it  should  be  understood  that  the  planning  committee  will  be 
making  recommendations  to  the  board  and  that  the  board  will  make  the  final  decisions. 


Board  members  should  vote  to  make  the  decision  to  plan  by  formal  vote  at  a  board  meeting  and 
should  base  that  decision  on  a  clear  understanding  of  the  level  of  commitment  involved.  At  this 
meeting,  ask  the  following  questions  and  record  the  decisions  as  evidence  of  the  library's  planning 
intentions: 

*  What  is  the  purpose  of  the  planning  process?  Is  it  to: 

—  establish  service  priorities? 

—  improve  library  management? 

—  evaluate  library  services  and  activities? 

—  support  requests  for  increased  funding? 

—  make  local  government  more  aware  of  the  library's  value  and  importance? 

*  Who  will  be  on  the  planning  committee? 

—  Full  board:  library  board  members  and  director? 

—  Majority  of  board  members  and  library  director? 

*  Will  other  staff  or  community  members,  in  addition  to  board  members  and  director, 
be  involved  in  the  process? 

*  Who  will  be  the  planning  coordinator? 

—  Library  director? 

—  Trustee? 

—  Consultant? 

*  What  agencies  or  individuals  will  provide  training  or  continuing  education  to  prepare 
staff  in  methods  of  data  collection  and  analysis,  the  writing  of  mission  statement,  goals 
and  objectives? 

—  Regional  Library  System? 

—  Massachusetts  Board  of  Library  Commissioners? 

—  Outside  Consultant? 

—  Library  director  or  other  library  resource? 
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*    What  regularly  assigned  responsibilities  will  be  temporarily  reduced  or  eliminated  to 
provide  the  staff  time  necessary  for  the  additional  work  required  by  the  planning  process? 


*    What  target  dates  should  be  established  for  the  various  steps  in  the  process? 


When  these  questions  have  been  discussed  and  answered,  the  planning  committee  will  have 
completed  Step  One  of  the  planning  process  and  be  ready  to  create  a  profile  of  the  community's 
library  services. 


Go  on  to  Step  2. 


STEP  2:  CREATING  A  PROFILE  OF  PRESENT  LIBRARY  SERVICE 


This  section  of  the  workbook  will  help  to  create  a  profile  of  current  library  services  and  to  identify 
the  services  and  resources  currently  being  provided  at  the  local  level. 


But  first:  lay  the  framework  by  reviewing: 

Massachusetts  requirements  for  state  aid 
•    Standards  for  Public  Library  Services  to  Children  in  Massachusetts* 
Eleven  elements  of  basic  library  service. 


Massachusetts  Requirements  for  State  Aid.  By  law,  the  Code  of  Massachusetts  Regulations: 
605  CMR  3.00  and  4.00  cites  minimum  requirements  for  the  receipt  of  state  aid  which  vary 
according  to  the  size  of  population  served.  These  requirements  are  based  on  the  following 
conditions: 

—  library  open  to  all  Massachusetts  residents 

—  no  charge  for  normal  library  service 

—  minimum  number  of  hours  open  (for  libraries  serving  under  2,000, 10  hours  per 
week;  under  5,000,  fifteen  hours  per  week) 

—  minimum  %  of  total  budget  spent  for  materials  (for  libraries  serving 
municipalities  under  5,000,  20%  of  total  library  budget) 

—  qualifications  of  personnel 

—  municipal  appropriation  which  is  2.5%  greater  than  the  average  appropriation  of 
the  last  3  years. 


It  should  be  remembered  that  these  are  minimum  requirements  and  that  meeting  them  does 
not  necessarily  constitute  adequate  library  service  at  the  local  level.  (See  Appendix  A,  pages 
106  - 1 12  for  Code  of  Massachusetts  Regulations  3.00-4.00.) 


Standards  for  Public  Library  Services  to  Children  in  Massachusetts  *.  Library  administrators 
should  be  aware  of  and  working  towards  meeting  Standards  for  Public  Library  Services  to  Children 
in  Massachusetts  which  were  formally  adopted  by  the  Massachusetts  Library  Association  in  1988. 


*  Copies  of  Standards  for  Public  Library  Services  to  Children  in  Massachusetts  may  be  obtained 
from  the  Massachusetts  Library  Association,  P.O.  Box  556,  Wakefield,  MA  01880. 
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Eleven  Elements  of  Basic  Library  Service  Identified.  The  following  are  considered  essential  to 
the  delivery  of  minimum  service  at  the  community  level.  They  are  as  follows: 

1 .  Suitable  facilities.  The  location  devoted  to  library  use  is  inviting,  comfortable,  user-oriented, 
up  to  building  code  standards  for  handicapped  accessibility  and  large  enough  to  accommodate 
collections,  reader  seating  and  service. 

2.  Hours.  Beyond  complying  with  the  requirements  as  specified  in  the  State  Minimum 
Standards  for  Library  Service  in  Appendix  A,  libraries  that  strive  to  provide  a  schedule  which 
allows  residents  to  use  the  library  at  times  convenient  for  them  will  find  that  public  use  and 
support  for  the  library  is  increased. 

3.  Staff.  Service  to  library  users  is  the  first  priority  of  a  friendly,  knowledgeable  and  resourceful 
library  staff.  Whether  paid  or  volunteer,  a  skillful  and  responsive  staff  that  can  meet  user  needs 
is  clearly  an  absolute  necessity. 

4.  Materials.  A  current  and  useful,  carefully  developed  collection  is  selected  to  meet  the  popular 
needs  and  interests  of  the  community. 

5.  Written  Policies.  Policies  defining  library  operations,  personnel  management,  collection 
development  and  other  important  practices  should  be  in  writing  and  formally  adopted  by  the 
board. 

6.  Telephone.  The  library  offers  a  public  service  and  is  an  information  provider.  Its  services 
need  to  be  accessible  to  patrons  by  telephone  as  well  as  by  personal  visit  In  addition,  library 
personnel  should  be  able  to  telephone  for  the  support  resources  to  which  they  are  entitled  from 
regional  and  state  sources. 

7.  Informed  and  Supportive  Trustees.  Trustees  are  the  governing  authority  responsible  for 
municipal  library  service.  Policy  establishment,  securing  adequate  funding,  employment  of  a 
highly  qualified  and  competent  library  director,  and  evaluation  of  library  effectiveness  in 
relation  to  community  needs  are  primary  functions.  In  order  to  meet  these  challenging  respon- 
sibilities, trustees  must  be  dedicated  library  supporters  who  are  well  informed  about  community 
characteristics  and  needs  as  well  as  library  issues.  Commitment  to  high  quality  library  service, 
coupled  with  courage,  assertiveness  and  persistence  in  advocating  for  its  support  are  essential 
in  all  board  members.  Board  members  who  possess  these  qualities  will  generate  stronger,  more 
effective  library  service  while  earning  the  respect  of  municipal  officials,  library  staff  and  the 
public  at  large. 

8.  Adequate  Funding.  An  adequate  budget  is  one  that  meets  the  particular  service  needs  of  the 
community.  It  should  support  the  level  of  staffing,  collection  development  and  general  opera- 
tions required  to  meet  the  changing  needs  of  a  community.  Trustees  are  charged  with  the 
responsibility  of  securing  adequate  funding. 
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9.  Publicity.  An  active  public  relations  program  advertises  library  services,  encouraging 
library  use  and  support.  Effective  promotion  of  good  services  is  essential  to  library  development. 

10.  Planning  and  Evaluation.  An  ongoing  planning  process  based  on  data  concerning  the 
community,  library  use  and  performance  insures  that  the  library  services  remain  compatible 
with  community  needs. 

11.  ^Interlibrary  Access  Point.  The  local  library  provides  reliable  access  to  the  collections  of 
other  libraries  through  the  regional  reference  service,  interlibrary  loan  and  other  resource  sharing 
services. 

Libraries  falling  short  of  these  eleven  elements  should: 

—  Develop  and  implement  a  realistic  plan  which  will  lead  to  the  achievement  of 
these  elements  within  a  given  time  frame  or 

—  Consider  closing  the  facility  entirely. 

If  a  local  library  board  is  unable  to  secure  sufficient  support  to  maintain  services  at  this  most  basic 
level,  there  is  cause  to  consider  closing  the  facility.  Such  libraries  will  be  extremely  hard-pressed 
to  provide  adequate  service.  It  is  strongly  recommended  that  these  libraries  use  the  planning  process 
to  develop  and  implement  a  realistic  plan  which  will  lead  to  the  achievement  of  the  basic  elements 
within  a  set  time  period.  THIS  SHOULD  BE  A  FIRST  PRIORITY. 


Beyond  Minimum  and  Adequate  Service  to  Excellence 

The  planning  method  which  this  workbook  outlines  is  based  on  the  belief  that  small  libraries  can 
go  beyond  the  minimum  discussed  above  to  achieve  excellence  in  library  service.  To  do  so,  library 
board  and  staff  must  examine  the  local  community  in  terms  of  its  specific  library  needs.  No  public 
library  should  attempt  to  be  all  things  to  all  people.  If  excellence  in  library  service  is  to  be 
achieved,  board,  director  and  staff  must  concentrate  resources  to  strengthen  those  services  which 
are  most  important  to  the  community.  No  library  has  sufficient  funds  to  meet  the  needs  of  all 
community  members. 


*Note:  The  first  ten  elements  above  were  identified  by  the  Options  for  Small  Libraries  Committee. 
To  that  number,  this  workbook  committee  has  added  an  eleventh  element,  Interlibrary  Access  Point, 
which  it  considers  essential. 
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To  achieve  excellence  in  library  service,  library  boards  must: 

—  focus  on  services  found  to  be  essential 

—  provide  for  the  efficient  use  of  staff,  collection  and  physical  plant 

—  demonstrate  fiscal  accountability. 

Examining  Library  Service  by  Role 

Every  library,  in  the  process  of  providing  services,  fulfills  certain  essential  roles.  This  workbook 
describes  four  roles  which  are  appropriate  for  small  libraries  and  into  which  most  library  activities 
fall.  They  are: 

—  Popular  Materials  Library 

—  Independent  Learning  Center 

—  Formal  Education  Support  Center 

—  Community  Activities  Center 

The  planning  method  which  this  workbook  outlines  requires  that  library  services  be  examined 
from  the  perspective  of  these  service  roles.  This  approach  is  designed  to  provide  trustees,  library 
director  and  staff  with  a  common  set  of  criteria  to  be  used  for  the  description,  development  and 
evaluation  of  library  services. 

The  section  that  follows  describes  these  four  roles  in  detail  and  recognizes  the  need  for  each 
community  to  decide  for  itself  what  services  best  suit  local  needs. 

Each  role  is  described  in  terms  of: 

—  its  purpose  and  benefits 

—  the  activities  involved  in  providing  it 

—  the  essential  resources,  primarily  staff  and  materials,  needed  to  fill  the  role. 

Three  levels  of  service  are  described  for  each  role.  Levels  enable  a  library  to  select,  on  the  basis 
of  community  need  and  available  library  funding,  how  much  effort  can  be  devoted  to  each  role.  It 
is  expected  that  libraries  will  support  all  four  roles  at  least  at  level  1.  Some  may  select  one  or 
more  roles  at  level  2  or  3  to  emphasize,  based  on  local  resources  and  needs.  If  a  library  is  not  at 
level  1  in  all  four  roles,  it  should  use  this  workbook  to  develop  and  implement  a  plan  which  will 
lead  to  that  achievement  within  a  given  time  frame. 
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Although  the  small  library  should  provide  the  basic  services  described  in  level  1  of  each  of  these 
roles,  it  cannot  and  should  not  attempt  to  develop  all  service  roles  at  once,  or  to  the  same 
degree.  Some  roles  are  more  important  to  the  community  than  others  and  this  should  be  reflected 
in  the  priority  they  receive  at  the  local  level. 

The  key  to  role  prioritization  is  that  each  library  must  decide  for  itself,  based  on  knowledge  about 
the  community  and  the  library,  which  roles  are  most  important. 

Planning  committee  members  should  read  the  role  descriptions  carefully  in  preparation  for 
engaging  in  the  process  of  deciding  which  role  or  roles  will  receive  top  priority.  Instructions  and 
worksheets  for  engaging  in  this  process  are  provided  at  the  end  of  this  section,  pages  26-29. 


First  Steps  to  successful  Library  Service 

Meet  minimum  requirements  for  state  aid 

Meet  eleven  elements  of  basic  library  service 

Review  Standards  for  Public  Library  Services 
to  Children  in  Massachusetts 

Achieve  level  one  in  four  essential  roles 

Then,  select  role(s)  to  give  top  priority. 


14 


ROLE  DESCRIPTIONS 


Role  I,  Popular  Materials  Library 

DESCRIPTION.  The  library  concentrates  on  developing  a  collection  of  current,  high  demand,  high 
interest  materials  in  print  and  non-print  formats  for  all  ages.  Specific  age  groups  may  be  targeted, 
such  as  adult,  young  adult,  children,  pre-schoolers.  Although  the  primary  focus  may  be  on 
recreational  reading,  viewing  and  listening,  this  role  includes  the  provision  of  non-fiction  materials 
on  topics  which  are  very  popular  locally,  including  current  biography  and  travel.  The  Popular 
Materials  role  may  be  augmented  by  regular  borrowing  from  the  supplementary  collection  of  a 
regional  library  system,  bookmobile  deposit  collections  and  interlibrary  loan. 

BENEFITS.  This  role  provides  the  public  with  free  local  access  to  currently  popular  fiction  and 
non-fiction.  Popular  reading  is  a  major  interest  of  many  people.  In  providing  popular  materials,  the 
library  fills  an  important  need  and  contributes  to  the  individual's  quality  of  life.  Since  demand  for 
popular  materials  is  high,  filling  this  role  results  in  increased  circulation  and  greater  library  visibility 
in  the  community. 

Level  I 

STAFF.  The  staff  develops,  through  careful  selection  and  weeding,  a  circulating  collection  of 
popular,  high  demand  titles  representing  genres,  topics,  authors  and  formats  of  proven  and 
continuing  interest.  Staff  members  are  aware  of  reading  trends  and  interests  in  the  community  and 
carefully  monitor  collection  use  and  user  requests  as  a  basis  for  making  selection  and  weeding 
decisions.  The  staff  member  who  has  materials  selection  responsibilities  for  children  and  adults  has 
taken  courses  in  collection  development  offered  by  a  regional  library  system  or  other  approved 
institution. 


COLLECTION.  The  core  collection  of  popular  materials  is  carefully  maintained  and  thoroughly 
weeded  of  dated,  unused  and  inappropriate  materials.  Titles  are  of  current  interest,  intensively  used, 
and  in  good  condition.  Sufficient  new  titles  are  added  regularly  (by  purchasing  and/or  borrowing 
supplementary  materials  from  the  regional  system)  to  ensure  that  users  always  have  a  fresh  selection 
from  which  to  choose.  Care  is  taken  to  provide  a  variety  of  material  on  different  reading  levels  and 
in  different  formats.  The  library  should  investigate  cooperative  arrangements  with  neighboring 
libraries  if  the  region  cannot  supplement  the  collection  with  paperbacks,  book  cassettes  and  other 
audio- visual  material.  A  substantial  percentage  of  titles  has  been  purchased  within  the  last  five  years. 
Selection  decisions  are  made  on  the  basis  of  reviews  from  a  standard  selection  tool,  such  as  Booklist. 
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Role  I,  Popular  Materials  Library  (Continued) 


OTHER.  Facilities  are  arranged  to  encourage  browsing  and  to  provide  convenient  access  to  the 
collection.  An  area  is  set  aside  for  the  children's  collection  with  appropriate  shelving  and  furnish- 
ings. Story  hour  programs  for  children  of  pre-school  age  are  offered,  as  well  as  an  active  summer 
reading  program  for  those  of  elementary  school  age. 

Level  II 

STAFF.  In  addition  to  staff  functions  listed  in  Level  I,  individual  staff  members  may  have  more 
responsibilities  for  services  to  designated  groups  or  in  designated  areas  such  as  children's  or  young 
adult  services. 

COLLECTION.  In  addition  to  the  collection  focus  listed  for  Level  I,  Level  II  calls  for  a  larger 
collection  with  greater  variety  and  depth  in  subjects,  genres,  authors,  and  other  types  of  popular 
materials.  There  is  some  duplication  of  high  demand  tides  for  both  children  and  adults,  such  as 
fiction  and  nonfiction  paperbacks,  best  sellers  and  children's  picture  books.  Specialized  popular 
collections  may  be  developed,  including  large  print,  audio-  and  videocassettes,  and  young  adult 
materials.  Bookreviewing  tools  include  such  sources  as  Library  Journal  and  School  Library  Journal 
in  addition  to  Booklist. 


OTHER.  Special  furniture  and  shelving  designed  for  reader  comfort  and  convenience  is  installed 
in  browsing  areas  to  encourage  use.  A  public  relations  effort  promotes  greater  library  use  by 
publicizing  its  Popular  Materials  role.  Programming  may  be  more  frequent  and  varied  than  at  Level 
I. 

Level  HI 

STAFF.  Popular  Materials  collection  development  is  assigned  to  a  knowledgeable,  experienced 
librarian  who,  in  addition  to  evaluating  reviews  and  continually  evaluating  the  collection,  monitors 
reading  interests  and  usage  patterns  to  ensure  that  the  collection  is  highly  responsive  to  reader 
interests.  Staff  member  responsible  for  children's  services  will  have  a  Master's  degree  in  Library 
Science  and  be  responsible  to  the  coordinator  for  collection  development. 

COLLECTION.  At  this  level,  the  library  has  sufficient  funding  both  to  maintain  the  core  collection 
of  popular  materials  and  to  build  in-depth  the  specialized  collections  described  in  Level  n.  The 
popular  materials  collection  is  larger  and  stronger  than  lower  levels,  and  requires  little  support  from 
the  regional  system's  supplementary  collection.  High  demand  tides  are  duplicated  to  keep  reserve 
lists  short,  and  a  major  effort  is  made  to  select  tides  on  a  pre-publication  basis  in  anticipation  of 
demand.  Most  library  users  seeking  popular  materials  will  find  desired  tides  available  on  the  shelf 
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Role  I,  Popular  Materials  Library  (Continued) 


whenever  they  visit  the  library.  Careful  attention  is  paid  to  weeding  once-popular  titles  which  no 
longer  circulate  and  in  removing  duplicates  when  they  are  no  longer  needed.  Broader  collections 
of  large  print,  videocassettes,  and  audiocassette  books  may  be  developed.  A  variety  of  more 
sophisticated  book  review  sources  such  as  Kirkus,  Publishers  Weekly,  the  New  York  Times  '  "Book 
Review  Section"  and  Kliaat  will  be  consulted. 


OTHER.  Public  relations  activities  (e.g.,  newsletter,  booklists,  flyers,  programs  and  exhibits)  are 
a  priority  and  are  the  specific  responsibility  of  a  designated  staff  member.  Audio- visual  equipment 
may  be  available  for  public  loan. 
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Role  II,  Independent  Learning  Center 


DESCRIPTION.  Individuals  of  all  ages  use  the  library  to  obtain  information  and  materials  for 
self-directed  learning,  independent  of  any  formal  educational  program  or  agency.  Persons  may 
pursue  independent  learning  for  personal  or  work-related  reasons,  including  self-improvement, 
career  or  technical  development,  cultural  interests,  hobbies,  family  and  home  concerns,  and  citizen 
education.  Local  history  and  genealogy  and  community  information  are  included  in  this  role. 
Services  provided  may  include  assistance  in  the  use  of  the  library  and  its  resources,  ready  reference, 
and  guidance  in  the  development  of  a  particular  interest  or  hobby.  Active  use  of  regional  reference 
and  interlibrary  loan  services  are  necessary  to  fill  this  role. 

BENEFITS.  Users  rely  on  the  library  to  provide  materials  which  satisfy  their  individual  learning 
needs  and  enable  them  to  make  informed  decisions  affecting  their  personal  lives,  their  work,  their 
community  and  other  interests.  This  role  provides  the  public  with  a  convenient  and  effective  access 
point  to  the  vast  and  complex  field  of  information  on  which  our  society  depends.  It  enables  people 
to  lead  more  secure,  enjoyable,  and  productive  lives  and  helps  them  serve  as  contributing  members 
of  society.  Users  set  their  own  pace  and  determine  their  own  subjects  for  study.  Independent 
Learning  is  one  of  the  key  roles  most  people  associate  with  public  library  service. 

Level  I 

STAFF.  A  staff  member  has  taken  courses  in  basic  reference  methods  and  materials  from  a  regional 
library  system  or  other  agency,  and  is  familiar  with  basic  reference  tools,  searching  strategies  and 
interviewing  principles  for  children  and  adults.  Personnel  are  aware  of  major  reference  tools,  owned 
by  regional  and  other  nearby  libraries,  which  are  not  contained  in  the  library's  own  collection.  Staff 
is  familiar  with  local  businesses,  schools,  day  care  and  other  community  agencies  as  well  as  activities 
and  interests  impacting  on  independent  learning  needs.  It  considers  these  needs  in  the  development 
of  the  collection  and  services.  Assistance  and  guidance  is  provided  to  users  of  all  ages  seeking  help 
in  locating  appropriate  materials  related  to  their  independent  learning  interests. 

COLLECTION.  Basic  reference  tools  include  at  minimum  a  current  (published  within  the  last 
three  years)  general  encyclopedia,  such  as  World  Book,  the  current  annual  editions  of  World  and 
Information  Please  Almanacs,  Stevenson's  Home  Book  Of  Quotations,  an  unabridged  dictionary, 
Consumer  Reports  Magazine,  news  magazines  such  as  Time,  Newsweek  or  U.S.  News,  and  at  least 
the  abridged  edition  of  the  Readers'  Guide  To  Periodical  Literature. 

Children's  reference  should  include  The  Macmillan  Dictionary  for  Children  and  Goode's  World 
Atlas.  Dated  titles  are  weeded  regularly.  Local  history  and  genealogy  materials  are  also  included 
in  this  role.  The  basic  core  collection,  even  without  special  emphasis,  is  supplemented  with  materials 
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Role  II,  Independent  Learning  Center  (Continued) 


borrowed  from  the  regional  library  system.  It  will  contain  a  selection  of  self-help  materials  on  such 
issues  as  health,  child-rearing  and  psychology  as  well  as  general  interest  and  standard  titles  relevant 
to  the  needs  of  many  people  wishing  to  increase  their  knowledge  or  improve  their  skills.  Awareness 
of  library  use  and  community  interests  during  the  collection  development  process  will  ensure  that 
the  collection  contains  current  materials  with  sufficient  strength  to  meet  the  most  common 
independent  learning  interests.  A  standard  book  review  journal,  such  as  Booklist,  is  used  as  a 
selection  source. 


OTHER.  Contact  is  made  with  local  schools  and  other  agencies  serving  the  needs  of  children  to 
identify  and  coordinate  their  learning  needs.  An  area  is  set  aside  for  the  children's  collection.  To 
foster  a  love  of  learning  and  develop  reading  readiness  skills,  story  hour  programs  for  children  of 
pre-school  age  are  offered,  as  well  as  an  active  summer  reading  program  for  those  of  elementary 
school  age.  A  photocopier  is  available  for  public  use.  Reference  service  is  promoted  to  encourage 
greater  use  and  telephone  reference  is  provided  as  a  routine  service.  A  file  is  maintained  of  major 
community  services  and  resources  available  to  the  public. 

Level  II 

STAFF.  Staff  identities  independent  learning  needs  in  the  community  and  develops  a  moderate 
degree  of  collection  strength  in  subject  areas  related  to  this  need.  Informal  contacts  with  appropriate 
interest  groups  may  be  established  to  help  the  library  respond  effectively  to  needs  of  their  members. 


COLLECTION.  An  effort  is  made  to  develop  sufficient  depth  in  subject  areas  of  proven  demand 
to  ensure  that  users  interested  in  these  subjects  will  find  a  sufficient  selection  of  materials  available 
to  meet  their  independent  learning  needs  most  of  the  time.  Standard  reference  tools  in  specific 
subject  areas  may  be  purchased  where  demand  warrants  and  the  periodical  collection  may  be 
developed  in  areas  of  interest  to  independent  learners.  A  comprehensive  community  information 
file  is  available  in  both  a  printed  directory  form  for  public  distribution  and  as  a  card  file  for  in-library 
use.  Some  materials  may  be  in  microfilm/microfiche  formats  where  readers  are  provided.  In  addition 
to  Booklist,  standard  collection  tools  include  Library  Journal  and  other  review  sources.  A  video  or 
audio  cassette  collection  may  be  established  to  provide  materials  in  high  demand  subjects. 

OTHER.  Programming  may  be  more  frequent  and  varied  than  at  Level  I.  A  microfilm/microfiche 
reader  and/or  a  public  use  microcomputer  are  available.  The  library  may  also  have  dial-up  access 
to  an  automated  resource  sharing  cluster.  Sufficient  space  is  available  to  accommodate  persons  using 
materials  within  the  library.  Public  relations  efforts  actively  promote  reference  and  information 
services. 
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Role  II,  Independent  Learning  Center  (Continued) 

Level  HI 

STAFF.  Staff  has  formally  documented  independent  learning  needs  through  a  community  survey 
or  other  means.  Close  contacts  are  maintained  with  organizations  which  impact  on  this  role.  An  on- 
going in-service  training  program  is  provided  to  ensure  that  staff  are  skilled  in  identifying  and 
anticipating  independent  learners'  needs  and  in  providing  assistance  and  guidance  to  readers.  One 
person  with  a  Master's  degree  in  Library  Science  is  formally  responsible  for  coordinating  services 
associated  with  independent  learning,  including  collection  development  programming. 

COLLECTION.  Careful  monitoring  of  library  use  and  community  interests  will  insure  that  the 
print  and  non-print  collection  contains  considerable  depth  in  areas  where  independent  learning  needs 
are  known.  Materials  are  included  on  topics  for  which  interest  is  known  to  exist  in  the  community, 
but  for  which  there  may  be  no  demand  at  the  library.  In  order  to  promote  use,  their  availability  is 
publicized.  Special  in-depth  collections  may  be  developed  and  displayed  in  the  library  or  deposited 
at  appropriate  locations  throughout  the  community.  A  vertical  file  may  be  developed  to  support 
special  interests  of  independent  learners  of  all  ages.  The  collection  contains  a  greater  selection  of 
standard  and  specialized  reference  tools  in  areas  of  demand,  particularly  business  and  finance, 
literature,  consumer  information,  and  government.  Some  of  these  materials  may  also  be  in  the  CD 
ROM  format.  A  substantial  number  of  newspapers,  periodicals  and  some  indexes  are  available  on 
microfilm/microfiche.  Community  information  files  may  be  accessible  by  microcomputer,  but  are 
also  available  in  printed  form.  The  library  may  participate  in  cooperative,  specialized  purchasing 
and  resource  sharing  programs  with  other  nearby  communities  or  libraries.  The  library  may 
subscribe  to  more  specialized  or  sophisticated  reviewing  sources,  such  as  Horn  Book,  Appraisal 
and  the  Times  Literary  Supplement. 

OTHER.  Audio- visual  equipment  may  be  available  for  public  loan.  In  addition  to  equipment  listed 
for  lower  levels,  level  in  libraries  may  provide  data  base  searching.  A  distinct  reference  area  with 
sufficient  comfortable  seating  is  provided  and  an  area  is  set  aside  for  quiet  study.  CD-ROM  work 
stations  may  be  provided  and  the  library  is  an  on-line  or  dial-up  member  of  an  automated  cluster. 
Reading  lists  are  also  prepared  and  updated  frequently.  An  active  public  relations  program  is 
designed  to  attract  non-users,  and  to  make  the  community  aware  of  the  Independent  Learning  role 
and  services. 
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Role  III,  Formal  Education  Support  Center 


DESCRIPTION.  The  library  provides  materials  (excluding  school  textbooks  used  in  a  school 
curriculum)  and  reference  services  to  assist  students  in  elementary  and  secondary  schools,  colleges, 
technical  schools,  and  other  formal  education  programs.  The  Formal  Education  Support  role  focuses 
primarily  on  providing  information  and  supplementing  materials  needed  to  complete  class  assign- 
ments, or  to  support  literacy  and  similar  programs.  Service  provided  under  this  role  relies  partly  on 
the  use  of  a  non-circulating  reference  collection  containing  such  standard  reference  tools  as 
dictionaries,  encyclopedias,  almanacs,  directories,  bibliographies,  indexes,  and  handbooks.  The 
library  maintains  an  up-to-date  periodicals  collection  with  emphasis  on  current  issues  in  history, 
the  social  sciences,  science  and  technology.  Reference  service  is  provided  on-site,  by  telephone, 
and  by  mail.  Effectiveness  in  this  role  is  dependent  on:  (1)  the  expertise  of  staff  in  accurately 
interpreting  questions;  in  knowledge  of  the  collection;  and  in  the  use  of  the  reference  collection,  (2) 
active  use  of  regional  reference  and  interlibrary  loan  services,  (3)  relationships  with  day  care 
services,  local  school  systems  and  other  agencies  serving  children  which  help  identify  the  library 
needs  of  children.  The  requirement  of  official  registration  and  formal  course  work  distinguishes  the 
Formal  Education  Support  role  from  the  Independent  Learning  role. 

BENEFITS.  Students  and  adult  learners  obtain  materials  and  information  necessary  to  their  studies 
which  are  not  always  available  through  their  school  or  sponsoring  agency.  This  role  associates  the 
library  with  education  and  benefits  students  by  supplementing  materials  and  reference  services 
available  at  the  schools,  community  and  adult  learning  centers  or  institutional  library. 

Level  I 

STAFF.  The  staff  is  familiar  with  public/private  schools  and  other  formal  education  programs  in 
the  community,  and  with  the  kind  of  demand  students  enrolled  in  these  institutions  and  agencies 
make  on  the  library.  Staff  is  responsive  to  students  using  the  library  to  complete  assignments.  A 
staff  member  has  taken  courses  in  basic  reference  methods  and  materials  from  a  regional  library 
system  or  other  agency,  and  is  familiar  with  basic  reference  tools,  searching  strategies  and 
interviewing  principles  for  children  and  adults.  Personnel  are  aware  of  major  reference  tools,  owned 
by  regional  and  other  nearby  libraries,  which  are  not  contained  in  the  library's  own  collection. 

COLLECTION.  The  general  collection  contains  materials  useful  to  students,  but  no  special  effort 
is  made  to  select  materials  for  purchase  on  the  basis  of  student  need  alone.  Materials  should  be 
available  at  different  reading  levels  and  in  a  variety  of  formats.  Basic  reference  tools  include  at 
minimum  a  current  (published  within  the  last  three  years)  general  encyclopedia,  such  as  World 
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Role  HE,  Formal  Education  Support  Center  (Continued) 


Book,  the  current  annual  editions  of  World  and  Information  Please  Almanacs,  Stevenson's  Home 
Book  Of  Quotations,  an  unabridged  dictionary,  Consumer  Reports  Magazine,  news  magazines  such 
as  Time,  Newsweek  or  U.S.  News,  and  at  least  the  abridged  edition  of  the  Readers'  Guide  To 
Periodical  Literature.  Children's  reference  should  include  The  Macmillan  Dictionary  for  Children 
and  Goode's  World  Atlas.  Dated  titles  are  weeded  regularly. 

OTHER.  A  photocopier  is  available  for  public  use.  Class  tours  of  the  library,  and  instructions  in 
library  use  are  offered  to  reinforce  library  skills  learned  in  school. 

Level  II 

STAFF.  A  staff  member  is  responsible  for  collection  development  and  services  associated  with  the 
Formal  Education  Support  role,  and  maintains  communications  with  appropriate  schools  and 
institutions  to  ensure  coordination  of  effort.  Personnel  will  devote  more  time  in  providing  reference 
service  to  students.  A  senior  staff  person  is  responsible  for  reference  services,  including  develop- 
ment of  the  reference  collection  and  coordination  of  staff  education.  Personnel  may  be  scheduled 
to  cover  a  reference  desk  during  hours  of  heaviest  reference  use. 

COLLECTION.  Student  demand  is  considered  in  collection  development  and  in  making  selection 
decisions,  and  some  materials  may  be  purchased  specifically  in  response  to  this  need. 

OTHER.  A  photocopier  and  microfilm  or  microfiche  reader  are  available  for  public  use.  Dial-up 
access  to  an  automated  resource  sharing  cluster  should  be  considered.  A  quiet  area  may  be  set  aside 
for  study  and  for  meetings  of  library-based  programs,  such  as  literacy.  School/public  library 
cooperation  is  strengthened  through  contacts  made  with  teachers  at  the  beginning  of  the  school  year 
and  regular  library  orientation  visits  made  to  the  schools  and/or  visits  to  the  public  library  by 
individual  classes. 

Level  HI 

STAFF.  A  skilled  staff  member  familiar  with  curriculum  needs  and  educational  principles  is 
responsible  for  serving  students.  Close  contacts  are  maintained  with  local  educators  and  adult 
learning  centers,  and  a  formally  recognized  relationship  exists  between  involved  institutions  and 
the  library.  Meetings  are  held  regularly  with  school  librarians,  teachers  and  administrators  to  plan 
and  evaluate  services.  An  in-service  training  program  has  been  developed  to  keep  staff  sensitive  to 
student  needs  and  skilled  and  creative  in  meeting  them.  A  reference  department  is  supervised  by  an 
experienced  staff  member  with  a  Master's  degree  in  Library  Science  and  staffed  most  hours  that 
the  library  is  open.  Regular  participation  in  continuing  education  activities  offered  by  the  regional 
library  system  or  other  agency  are  a  requirement. 
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Role  III,  Formal  Education  Support  Center  (Continued) 


COLLECTION.  The  library  makes  a  concerted  effort  to  provide  materials  on  school  reading  lists, 
and  to  meet  demand  generated  by  school  assignments.  The  library  and  school  may  have  reciprocal 
agreements  to  supply  deposit  collections.  Sufficient  collection  depth  and  duplication  is  maintained 
so  that  students  will  find  appropriate  materials  available  whenever  they  use  the  library.  A  specific 
portion  of  the  book  budget  is  allocated  to  materials  selection  related  to  this  role.  A  large  variety  of 
formats  is  available  including  microcomputer  software. 

OTHER.  The  library  conducts  classes  in  library  use,  sponsors  and  supports  adult  literacy  programs, 
and  encourages  use  of  its  facilities  for  programs  and  activities  which  support  formal  education.  Data 
base  searching  may  be  provided  to  students. 


23 


Role  IV,  Community  Activities  Center 


DESCRIPTION.  The  library  serves  as  a  center  for  community  activities  by  making  library 
materials,  facilities  and  equipment  available  in  support  of  the  social,  cultural  and  recreational 
activities  of  community  groups  and  by  co-sponsoring  events  with  other  community  organizations. 
Use  of  the  library  for  meetings  and  exhibits  is  encouraged.  Included  here  also  is  outreach  activity, 
such  as  service  to  senior  citizen  homes  and  other  institutions. 

BENEFITS.  This  role  meets  an  important  need  by  providing  a  focal  point  for  community  activities. 
Links  are  established  with  other  agencies  and  groups  which  lead  to  a  coordinated  program  of 
community  events  and  services. 

Level  I 

STAFF.  Library  personnel  are  familiar  with  community  events  and  organizations  and  maintain  a 
bulletin  board  listing  programs  and  activities  as  well  as  a  community  resources  file.  Staff  encourage 
groups  to  hold  meetings  in  the  library. 

COLLECTION.  The  collection  is  not  a  major  part  of  this  role  except  that  the  library  will  try  to 
have  materials  that  interest  community  groups,  such  as  gardening  books  for  the  horticulture  society 
and  self-help  books  for  various  types  of  support  groups. 

OTHER.  A  photocopier  is  available  for  public  use  and  an  area  is  provided  for  a  community  bulletin 
board.  If  separate  meeting  facilities  are  not  available  in  the  building,  groups  are  welcome  to  use  the 
building  for  meetings  when  the  library  is  closed.  Exhibits  are  encouraged  as  space  allows. 

Level  II 

STAFF.  Library  staff  maintains  close  ties  with  community  organizations  to  ensure  that  their 
activities  are  included  in  library  services  associated  with  the  Community  Activities  role.  Groups  are 
actively  encouraged  to  hold  meetings  in  the  library. 

OTHER.  A  separate  meeting  area  is  available  for  use  by  community  groups  and  space  is  provided 
for  exhibits.  A  film  projector,  overhead  projector  and  other  such  equipment  may  be  available  on 
loan  in  addition  to  provisions  listed  for  Level  I. 

Level  HI 

STAFF.  A  staff  member  serves  as  a  community  relations  coordinator  responsible  for  involving  the 
library  in  community  affairs  and  encouraging  organizations  and  the  public  at  large  to  use  the  library 
as  their  access  point  to  information  about  community  activities  and  resources.  A  speaker's  bureau 
may  be  developed  for  community  organizations  needing  programming.  Close  contacts  are  main- 
tained with  community  and  organizational  leaders.  An  active  public  relations  program  promotes 
use  of  the  library  as  a  community  activities  center. 
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Role  IV,  Community  Activities  Center  (Continued) 

OTHER.  Comfortable  meeting  rooms  with  needed  facilities  and  equipment  are  available  for  group 
meetings  and  referral  services.  Ample  parking  is  available  to  accommodate  active  use  of  the  library 
as  a  Community  Activities  Center. 
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DEVELOPING  THE  LIBRARY  PROFILE 


The  first  step  in  creating  a  profile  of  the  library  is  to  determine  how  the  library  prioritizes  the  roles 
it  plays.  The  Role  Prioritization  Exercise  (RPE)  which  follows  is  provided  as  a  communication  aid 
in  this  process.  The  RPE  is  intended  to  be  used  twice  during  the  planning  process.  The  planning 
committee  will  use  it  first  to  show  library  priorities  as  the  committee  currendy  perceives  them.  Later 
on  in  the  planning  process,  it  will  be  used  once  more  by  the  planning  committee  to  document  how 
roles  actually  are  prioritized. 

Instructions  for  Role  Prioritization  Exercise  (RPE) 
(to  be  administered  by  planning  coordinator) 

1.  Provide  planning  committee  members  with  instructions,  pages  13  and  14  of  this  workbook 
which  introduce  and  explain  the  concept  of  service  roles.  Committee  members  will  also  need  pages 
15-25  which  describe  the  roles,  and  Worksheets  #1  and  #2  which  follow  on  pages  28  and  29. 

2.  Make  the  following  points  in  the  instructions: 

—  This  is  an  individual  exercise. 

—  There  are  100  points  to  allocate  among  the  roles  to  indicate  the  priority  currently 
perceived  as  being  given  to  each  service  role. 

—  Give  more  points  to  roles  you  personally  consider  are  receiving  a  higher  priority. 


3.  Ask  committee  members  to  think  about  the  following  questions  as  they  consider  each  role: 

—  What  visible  indicators  are  there  concerning  the  importance  of  this  role? 

—  Does  the  library  have  special  collections  or  collection  emphasis  that  contribute  to 
the  support  of  this  role? 

—  How  does  available  building  space  and  layout  impact  on  the  provision  of  this  role? 

—  At  what  level  of  emphasis  within  this  role  does  the  library  fall? 

4.  After  the  role  definitions  and  levels  of  service  are  well  understood  and  thoughtfully  considered, 
participants  should  complete  Worksheet  #1,  the  Role  Prioritization  Exercise.  The  results  of  this 
exercise  will  provide  an  indication  of  what  they  as  individuals  perceive  the  library's  current  role 
priorities  to  be  and  at  what  level  of  emphasis  they  perceive  each  role  is  being  provided. 
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DEVELOPING  THE  LIBRARY  PROFILE  (Continued) 


5.  On  Worksheet  #2,  enter  in  the  appropriate  box  the  number  of  points  given  to  each  role  by  all 
participants  in  the  group.  Divide  this  total  by  the  number  of  participants  to  obtain  the  average  for 
each  role.  Rank  the  roles  from  1-4  assigning  1  to  the  role  with  the  highest  average.  The  results  of 
this  exercise  provide  an  indication  of  the  priority  which  the  group  as  a  whole  perceives  each  role  to 
have  at  present. 

When  these  5  steps  have  been  completed,  the  planning  committee  will  have  a  profile  of  library 
service  which  indicates  the  library's  role  priorities  as  committee  members  perceive  them. 

Next,  ask  the  group  to  discuss  its  findings.  Start  by  asking  the  following  questions  to  stimulate 
discussion  about  these  perceptions: 

Do  you  agree  that  role  is  our  top  priority? 

Why  do  you  think  role  ended  up  as  last  priority? 

If  your  choices  are  different  from  others  in  the  group,  how  would  you  change  the  priority 
order  of  the  top  roles  and  why? 

Did  any  of  the  results  surprise  you? 

Is  there  agreement  on  the  present  levels  of  emphasis  within  each  role? 

Do  not  expect  the  library  to  give  all  roles  the  same  priority  or  to  fill  all  roles  at  the  same  level  of 
emphasis.  After  completing  the  RPE  and  discussing  it  thoroughly,  the  planning  committee  may,  for 
example,  find  that  Independent  Learning  has  a  priority  rate  of  10%,  Popular  Materials  75%,  Formal 
Education  10%,  and  Community  Activities  5%  and  that  the  library  is  at  level  two  in  POPULAR 
MATERIALS  and  level  one  in  the  delivery  of  all  other  roles.  If  the  committee  is  in  general  agreement 
and  the  library  is  meeting  the  community's  needs,  staff  and  board  may  be  on  the  right  track. 

To  find  out,  go  on  to  Step  3,  Gathering  Data,  on  page  30. 
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WORKSHEET  #1:      FIRST  ROLE  PRIORITIZATION  EXERCISE 


In  the  first  column  below,  please  distribute  100  points 
among  the  roles  indicating  the  relative  importance  of  each  role 
as  you  perceive  it  currently  being  provided.  Assign  more  points 
to  those  library  service  roles  you  personally  consider  are 
receiving  a  higher  priority. 


In  the  second  column,  indicate  the  level  of  emphasis  you  think  is 
being  provided,    I,    II   or  III. 


Column  1 


Column  2 


Role 


Number 
of  points 
allocated  to 
each  role 


Level  of 
Emphasis 


Popular  Materials  Library 


Independent  Learning  Center 


Formal  Education  Support  Center 


Community  Activities  Center 


TOTAL 


100 


For  use  with  Step  2:     Creating  a  Profile  of  Present  Library  Services 
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WORKSHEET  #2:   ROLE  PRIORITIZATION  TALLY  SHEET 


(Use  for  both  RPE ' s ) 

In  the  first  column,  enter  in  the  appropriate  box  the  sum 
of  the  number  of  points  given  to  each  role  by  all  participants 
in     the  group.  Divide     the     sum  in  each     box     by     the  number 

of  participants  to  obtain  the  average  for  each  role  and  enter  the 
average  in  the  second  column.  Rank  the  roles  from  1  to  4 ,  with 
a  1  ranking  attached  to  the  role  with  the  highest  average  score. 
Enter  the   rankings   in  Column  3. 


Total  Average 
Role  Points       Score  Rank 


Popular  Materials  Library 


Independent  Learning  Center 

Formal  Education  Support  Center 

Community  Activities  Center 

TOTAL 


For  use  with  Step  2:    Creating  a  Profile  of  Present  Library  Services 
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STEP  3:  GATHERING  DATA 


Once  a  profile  of  current  library  service  as  it  is  perceived  to  be  has  been  prepared,  supporting  data 
must  be  gathered  to  study  the  accuracy  of  this  profile.  This  data  will  also  serve  as  the  basis  for 
development  of  library  goals  later  in  the  planning  process.  For  this  reason,  it  must  be  accurate, 
current,  and  its  amount  manageable.  Too  much  data,  some  of  which  may  be  irrelevant  to  the 
library's  planning  needs,  may  cause  confusion  and  discouragement;  too  little  may  not  be  enough 
to  make  informed  decisions. 

Kinds  of  Data 

Three  kinds  of  data  are  used  for  library  planning:  Community  characteristics,  library  charac- 
teristics, and  costs  of  services  and  operations.  The  remainder  of  this  section  will  focus  on 
community  and  library  characteristics.  Cost  information  will  be  addressed  in  Step  4. 

1.  Community  Characteristics.  Every  community  has  unique  characteristics.  The  services  which 
the  library  provides  must  match  these  characteristics  and  the  needs  associated  with  them.  For 
example,  library  service  to  a  community  with  a  high  ratio  of  retired,  highly  educated  residents  will 
be  considerably  different  from  one  composed  of  predominandy  young  and  growing  families. 
The  library  is  obligated  to  develop  services  and  service  roles  which  match  the  community. 
Success  of  the  plan  is  measured  by  how  close  a  match  is  achieved. 

Such  community  characteristics  as  population  size,  age  groups,  ethnic  origins,  income  levels, 
occupations,  household  income,  and  educational  levels  are  generally  available  in  published  census 
data.  Worksheet  #3  on  pages  33-35  will  be  used  to  gather  this  basic  community  information. 
Additional  data  may  be  gathered  if  the  library  considers  it  necessary. 


2.  Library  Characteristics.  Two  basic  forms  of  information  are  used  to  develop  the  library  profile: 
What  the  library  receives  from  the  community  (input),  and  what  the  library  provides  to  the 
community  in  the  form  of  services  (output ).  Analysis  of  input  and  output  data  enables  the  library 
to  determine  how  its  services  are  being  used  and  how  its  resources  (personnel,  building, 
collection,  funding,  etc.)  are  being  allocated. 

Some  important  kinds  of  input  data  include:  collection  size,  age,  condition,  subject/genre 
orientation,  relevance  to  community  needs,  and  formats  available;  personnel  qualifications  and 
number  of  staff;  building  size,  condition,  and  suitability;  and  funding.  Worksheet  #3  on  pages 
33-35  is  used  to  gather  basic  input  data. 

Statistics  which  record  use  of  library  services  are  defined  as  output  data.  Output  data  includes 
circulation,  reference  services,  in-library  use  of  materials  and  services,  programming,  and  other 
indicators  of  library  use.  Output  data  is  gathered  on  Worksheets  #5  and  6  on  pages  43-45. 
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Data  Sources 


Data  is  available  from  a  variety  of  sources.  Census  data  and  library  statistics  are  the  most  readily 
available.  Other  sources  which  can  provide  important  information  about  the  community  include 
school  departments,  planning  boards  and  commissions,  community  organizations  and  social 
service  agencies.    Some  additional  sources  of  community  and  library  information  include: 

—  Library  statistics  and  records 

—  Community  studies  by  agencies  and  organizations 

—  Town/city  reports 

—  Observation 

—  Meetings  with  officials  and  community  leaders 

—  Community  and/or  library  surveys 

Library  statistics  and  records  are  compiled  routinely  and  should  be  readily  available.  They 
include  statistics  on  circulation,  program  attendance,  reference  transactions,  borrower  registration, 
interlibrary  loan  activity,  and  visits  by  library  users. 

Community  studies  may  be  comprehensive  in  scope,  but  they  often  focus  on  specific  social, 
economic,  environmental,  educational,  or  other  concerns.  Studies  of  this  type  are  most  likely  to 
have  been  completed  by  a  regional  planning  commission  or  local  planning  board,  United 
Fund  (or  similar)  agency,  school  system,  environmental  group,  Chamber  of  Commerce,  League 
of  Women  Voters  or  other  organization,  or  the  library  itself. 

Town/ city  reports  can  be  a.  wealth  of  information.  Annual  reports  may  be  the  most  comprehensive 
and  current,  but  reports  from  municipal  agencies  and  departments  should  also  be  consulted  if 
available. 

Observation  is  a  method  of  information-gathering  which  can  be  used  to  obtain  data  which  is  not 
readily  available  otherwise.  It  consists  of  having  someone  unobtrusively  observe  a  certain 
activity  or  object  to  record  how  often  it  is  done  or  used.  For  example,  the  frequency  of  in-house 
use  of  library  services  by  age  groups  according  to  time  of  day  can  help  the  library  devise  a  method 
for  ensuring  that  sufficient  staffing  coverage  is  available  to  help  students  when  they  are  most 
likely  to  be  in  the  library.  For  more  information  on  observation  as  a  data- gathering  strategy,  consult 
Bush  and  Harter's  Research  Methods  in  Librarianship.  (See  bibliography.) 
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Meetings  with  community  leaders,  municipal  officials,  and  organizations  can  provide  valu- 
able ideas  and  opinions  which  might  not  be  heard  otherwise,  and  which  might  never  be  obtained 
by  analyzing  statistics.  Meetings  also  broaden  community  input  by  involving  more  people  in  the 
planning  process. 

Surveys  can  be  a  valuable  information-gathering  tool.  Surveys  are  often  used  to  obtain  input  from 
those  who  do,  as  well  as  those  who  do  not,  use  the  library.  Surveys  may  be  conducted  on  a 
community- wide  level  or  limited  to  a  specific  population  group,  such  as  the  elderly  or  homebound. 
They  may  also  be  used  within  the  library  itself,  for  example,  to  measure  user  satisfaction.  For 
more  information  on  surveys,  see  Appendix  B. 

Data-Gathering  Worksheets 

Worksheets  #3- 17  on  me  following  pages  are  concerned  with  community  and  library  information. 
When  completed,  these  worksheets,  plus  several  others  found  later  in  this  workbook,  will 
provide  the  basic  data  from  which  the  library  plan  will  be  developed. 
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WORKSHEET  $ 3:      COMMUNITY  CHARACTERISTICS 


Directions:  For  population  information,  use  latest  U.S.  Census 
data  unless  later  data  is  available.  All  data  on  this  form  can 
be  found  in  Massachusetts  Municipal  Profiles ,  published  annually 
by  Information  Publications,   Box  356,   Wellesley  Hills,   MA  01281. 

Total  Population 


1970 
1980 
1985 
Present 


Projected*    By  what  year? 


*  Indicate  source  of  projected  population  and  the  year. 

Source   

Year   

Significant  Racial  Groups.      (Indicate  number) 

White   

Black   

Asian   

Other   

Age  Breakdown. 

Under  5    %  of  total   

5-17    %  of  total   


18  -  64    X  of  total 

65  +    %  of  total 

Median  age   


Por  use  with  Stap  9:    Gathering  Data 

(cont 'd ) 
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WORKSHEET  #3 :    ( cont ' d  ) 


Educational  Attainment 


0-8  years 
H.S.  graduates 
College  graduates 


Households . 


Total  number 

Persons  per  household 


%  of  total 
%  of  total 
%  of  total 


Income . 


Total  income 
Per  capita  income 
Median  family  income 
Persons   in  poverty 


Civilian  Labor  Force. 

Managers  &  professionals 

Technicians  &  sales 

Service  occupations 

Farming  &.  forestry 

Precision  production, 
craft  &  repair 

Operators,  laborers 

Self-employed 


%  of  total 
%  of  total 
%  of  total 
%  of  total 

%  of  total 
%  of  total 
%  of  total 


( cont ' d ) 
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WORKSHEET  #3:  (cont'd) 


Taxation.  Provide  information  for  the  current  year  and  indicate 
source  of  information. 


Assessed  valuation  of  taxable  property  (total) 


Municipal  Budget  Expenditure .  Indicate  total  expenditures  by 
the  municipality  for  the  last  fiscal  year  and  indicate  source  of 
info  rmat  ion . 


Total  municipal  expenditures 


Average  Teacher  Salary.  Average  salary  of  teachers  in  local 
public  school  system.  Indicate  source  of  information  and  year  to 
which  the   figure  applies  . 


Average  teacher  salary 


List  here  source(s),  other  than  Massachusetts  Municipal  Profiles 
or  the  latest  census  data,  used  to  answer  the  above  questions. 
Cite  year  where  applicable. 


Source    Year 


Source    Year 


Source    Year 


Source    Year 
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WORKSHEET  #4:      LIBRARY  CHARACTERISTICS:      INPUT  MEASURES 


Part  1:     Collection  Holdings  Information 

Directions:  Estimate,  by  categories  and  age  groups,  the  number 
of  volumes  and  items  (not  titles)  contained  in  the  library's 
print  and  non-print  collections  and  enter  below. 

A.      Volumes   In  Print  Format 

YOUNG 

ADULT  ADULT  CHILDREN  TOTAL 

Books,  General 

Fiction         

Non-fiction         

Picture  books  (Children)     


Books,  General  Total 
Large  Print 


Mass  Market  Paperbacks 

Total  Volumes   in  Print 
Format  owned  by  library 


Average  number  of  volumes 
borrowed  at  a  time  from 
Regional  bookmobile 


Total  of  volumes  owned 
and 

borrowed  from  bookmobile 


Percentage  of  total 
borrowed  from  bookmobile 


B.     Number  of  periodical 
subscription  titles 


For  use  with  Step  3:     Gathering  Data 


( cont ' d ) 
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WORKSHEET  *4 ,    Part   1 :      ( cont ' d ) 
C.      Items  in  non-print  format 

Non-print  items  owned  by  library 

ADULT 

LP  records   

Videocassettes   

Audiocassettes   

Compact  discs   

Multi  media  kits   

Other  (Specify)   


Total  items  in  non-print 
format  owned  by  library 

Non-print  items  borrowed  from  region 
(Include  AV  items  borrowed  from  the 
bookmobile,  received  on  a  deposit  or 
circuit,  or  "booked"  for  specific 
showings . ) 

LP  records   

Videocassettes   

Audiocassettes   

Multi  media  kits   

Films   

Other  (Specify)   


Total  items  in  non-print 
format  provided  by  region 

( cont 'd ) 


YOUNG 

ADULT  CHILDREN  TOTAL 
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WORKSHEET  #4: 


( cont'd) 


Part  2:      Staffing  Information 

A.  Number  of   full-time  staff  members 

B.  Number  of  part-time  staff  members 

C.  Number  of  staff  members  expressed  in  full-time 
equivalents  ( FTE ' s  )  .  Do  not  include  custodial 
staff . 

D.  Number  of  staff  members  with  MLS  degrees 

E.  Number  of  BLC-cert i f ied  staff  other  than  MLS 

F.  Library  director's  annual   salary   (if  salaried) 

or 

Annual  wages   (if  computed  on  an  hourly  basis) 

1 .  Rate  of  pay  per  hour 

2.  Number  of  hours  per  week  on  which 
pay  is  based 

3.  Pay  per  week   (Number  1   times  Number  2) 

4.  Average  number  of  hours  actually 
worked  per  week 

5.  Actual  pay  rate  per  hour 
(Number  3  divided  by  Number  4) 
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( cont'd ) 


WORKSHEET  #4:  (cont'd) 

Part  3:     Budget  Data 
ANNUAL  OPERATING  EXPENDITURES 

Total  annual  operating  expenditures   (all  sources) 

For  current  fiscal  year     (FY  ):  $  

For  previous  three  fiscal  years* 

Year  1         (FY  ):  $  

Year  2         (FY  ):  $  

Year  3         (FY  ):  $  

Projected  for  next  fiscal  year:  $  

Per  capita  total  annual  operating  expenditures   (all  sources) 

For  previous  three  fiscal  years*  $  

Year  1         (FY  ):  $  

Year  2         (FY  ):  $  

Year  3         (FY  ):  $  

Per  capita  average  for  ALL  libraries  in  population  group 

Fiscal  year  19  **  $  

*     Starting  with  last  year  as  "Year  1". 

**  These  per  capita  figures  may  be  obtained  from:  Selected 
Public  Library  Statistics :  Data  for  Massachusetts.  Published 
annually  by  the  Massachusetts  Board  of  Library  Commissioners  and 
sent  to  each  public  library  in  Massachusetts.  USE  LATEST  EDITION 
AND  SPECIFY  THE  FISCAL  YEAR  IT  COVERS. 

ANNUAL  MATERIALS  EXPENDITURES  (print  and  non-print) 

For  current  fiscal  year     (FY  ):     $  ;    [$   per  capita. 

For  previous  three  fiscal  years* 

Year  1         (FY  ):       $   ;    [$   p.c] 

Year  2         (FY  ):       $   ;    [$   p.c] 

Year  3         (FY  ):       $   ;    [$   p.c] 

Projected  for  next  fiscal  year:         $  ;    [$   p.c] 

Per  capita  average  for  ALL  libraries  in  population  group 

Fiscal  year  19  **  $  

( cont 'd ) 
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WORKSHEET  #4 ,    Part  3:  (cont'd) 


FUNDING  SOURCE  INCOME  FOR  LAST 

SOURCE 

Municipal  Appropriation 
State  Grants ( LIG/MEG ) * 
"Additional  Aid"   State  Funds* 
Trust/Endowment  Expenditures 

Gifts 

Other  (Define) 
Total  Income 

ESTIMATED  FUNDING  SOURCE  INCOME 
Municipal  Appropriation 
State  Grants  (LIG/MEG)* 
"Additional  Aid"  State  Funds  * 
Trust /Endowment  Interest 
Gifts 

Other   ( Define ) 
Total  Income 


THREE  FULL  FISCAL  YEARS 


FY  :   FY  :   FY  : 

$   $   $_ 

$   $   $_ 

$   $   $_ 

$   $   $_ 

$   $   $_ 

$   $   $_ 

$   $   $_ 

$   $   $_ 


FOR  CURRENT  FISCAL  YEAR 

$  

$  

$  

$  

$  

$  

$  


*LIG/MEG  and  Additional  Aid  to  Public  Libraries  are  listed  on  the 
state  Cherry  Sheet.  (Do  Not  include  the  Additional  Aid  if  your 
library  didn't  receive  it.) 

**  These  per  capita  figures  may  be  obtained  from:  Selected 
Public  Library  Statistics :  Data  for  Massachusetts .  Published 
annually  by  the  Massachusetts  Board  of  Library  Commissioners  and 
sent  to  each  public  library  in  Massachusetts.  USE  LATEST  EDITION 
AND  SPECIFY  THE  FISCAL  YEAR  IT  COVERS. 


(cont 'd) 


Worksheet   44,  (cont'd) 

Part  4:    Library  Facilities 

A.  Hours  open  to  the  public  per  week   

B.  Number  of  square  feet  for  public  use   

C.  Number  of  square   feet   for  staff  work  area   

D.  Does  every  staff  member  have  his/her  own  work 

area  or   is   it  shared?   

E.  Linear   feet  of  shelving 

Children   

Reference   

Adult  Browsing   

Adult  Fiction   

Adult  Non  Fiction   

Young  Adult   

Other   

Total   

F.  Reader  seating  capacity  for   in-library  use   

G.  Is  there  a  meeting  room  for  community  use?   

If  Yes,   what  is  the  seating  capacity?   

H.  Is  staff  work  area  separated   from  public  areas?   

I.  Is  building  accessible  to  the  handicapped?   

J.      Is  there  an  outside  sign  clearly  identifying 

the  library?   

K.     Are  library  hours  posted  and  visible  from  outside?   

L.      Is  parking  adequate  for  library  users?   

M.      Is  the  location  of  the  library  convenient?   

N.      Are  there  public  toilet  facilities?   

0.      Is  the   interior  crowded?   

P.      Is  there  an  area  set  aside  for  children?   

Are  appropriate  shelving  and  furnishings 

used   in  the  children's  area?   

( cont'd ) 
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WORKSHEET  #4,    Part  4:  (cont'd) 


Q.  Is  the  interior  layout  efficient? 

R.  Is  there  sufficient  lighting? 

S.  Are  facilities  well  maintained  and  attractive? 

T.  Are  collections  attractive  and  inviting? 

U.  Is  the  signage  clear,   attractive  and  effective? 


Note:  For  guidelines  on  building  facilities  and  space  needs, 
consult  Anders  Dahlgren's  Planning  the  Small  Library  Building  and 
Public  Library  Space  Needs:  A  Planning  Outline.  (See 
bibliography  on  pages  117-120.) 

Part  5:     Audio  Visual  and  Other  Equipment  for  Public  Use 

Does  the  library  have:  yes/no 

A.  Public  use  photocopier   

B.  Motion  picture  projectors   

C.  Sound  film  strip  projector  and/or  viewer   

D.  Audiocassette  players/recorders   

E.  LP  record  players   

F.  Videocassette  players/recorders   

G.  Compact  disc  players   

H.  Public  use  typewriters   

I.  Public  use  microcomputers   

J.     Other  (specify) 
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WORKSHEET  #5:      LIBRARY  CHARACTERISTICS:      OUTPUT  MEASURES 

Annual  Circulation  for  the  Last  Fiscal  Year 

If     the     library  does  not  record  circulation     statistics     in  the 

detail  called  for  here,   provide  the  circulation  statistics  which 
it  does  record. 

YOUNG 

ADULT           ADULT  CHILDREN  TOTAL 

Hardcover  Circulation 

Fiction         

Non-fiction         

Picture  books  (children) 

Large  print         

Total  hardcover  circulation         

Mass  market 

paperback  circulation         

Circulation  of  periodicals         

Non-print  circulation 

LP  Records         

Videocassettes         

Audiocassettes         

Compact  Discs         

Multi  Media  Kits         

Films         

Other  (Specify)         

Total  Non-print  Circulation         

Combined  Annual  Circulation 

of  all  materials         


For  use  with  Stop  3:     Gathering  Data. 
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WORKSHEET  #6:      LIBRARY  CHARACTERISTICS :      OUTPUT  DATA 


Additional  Useful  Data 


Directions:  This  worksheet  is  used  to  record  additional  output 
data  which  will  provide  more  background  information  about  library 
use . 


Worksheet  6,  Part  1:  Circulation,  Interlibrary  Loan,  Reference 
Transactions 


A.  Circulation  per  capita 

Per     capita  circulation  for  all  libraries  in 
population  group  (See  Selected  Public  Library- 
Statistics:  Data         for  Massachusetts. 
Published  annually  by  Massachusetts  Board  of 
Library  Commissioners. 

B.  Collection  turnover  rate  (Defined  as  average 
circulation  per  volume  owned.  Calculate  by 
dividing  annual  circulation  by  total 
collection  holdings). 


C.      Interlibrary  loan  requests  filled 


D.     Number  of  reference  transactions 


E.     Number     of  calls  made  to     regional  reference 
back-up  service. 


Part  2:     User  Registration  and  Library  Visits 


A.     Number  of  new  patron  registrations  last  year 


B.     Number  of  registered  borrowers 


C.     Percentage     of     total     population  registered 
(exclude  non-residents) 


D.  Number  of  user  visits  annually  (Obtain  this 
information  by  recording  the  number  of  user 
visits  in  a  typical  week.  Multiply  the 
weekly  total  by  52  to  obtain  an  estimate  of 
annual  user  visits. 


For  use  with  step  3:     Gathering  D*t* 

(cont'd) 
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WORKSHEET  *6 :    ( cont ' d ) 


Part  3:     Public  Programaing 


ADULT  YOUNG  CHILD  TOTAL 

ADULT 


A.  Number  of  library 
sponsored  programs 
conducted  annually 

B.  Total  annual 
attendance  at 
library  sponsored 
programs 


C.  Number     of  non-library  community     groups  holding 
meetings  and  programs  in  library 

D.  Number     of  meetings  and  programs  held  in  library 
by  non-library  groups 

E.  Total  annual  attendance  at  meetings  and  programs 
held  in  library  by  non-library  groups. 


45 


USE  OF  LIBRARY  SERVICES  BY  ROLE:  OUTPUT  DATA 


Explanation  of  service  use  by  role: 

The  purpose  of  this  section  is  to  record  use  of  library  service  (output)  by  role.  This  output  data 
consists  of  the  following: 

—  Items  circulated  (circulation) 

—  Use  of  materials  in  the  library  (in-library  use) 

—  Reference  questions  asked  (reference  services) 

—  Meeting/Program  room  use  (The  number  of  people  in  attendance  at  meet- 
ings/programs sponsored  by  community  groups,  agencies  or  institutions) 

Because  libraries  do  not  keep  output  statistics  by  role,  it  will  be  necessary  to  estimate  how 
much  of  circulation,  in-library  use  of  materials  and  reference  service  is  attributable  to  the  Popular 
Materials,  Independent  Learning  and  Formal  Education  Support  roles.  This  may  be  done  as 
follows: 


1.  Pick  a  typical  week  (a  week  in  October  or  April  during  which  there  are  no  holidays 
or  school  vacations  is  generally  considered  typical). 

2.  During  this  week,  conduct  a  survey  which  is  designed  to  measure  circulation  and  in- 
library  use  of  materials.  Worksheets  #7-11  will  take  you  through  this  process. 

3.  During  the  same  week,  record  reference  transactions  by  role  over  a  period  of  a  week, 
using  Worksheets  #12  and  #13. 

4.  Total  the  annual  transactions  and  calculate  the  percentage  of  library  activity  by  role  using 
Worksheet  #14. 
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SURVEYING  LIBRARY  USE 


Libraries  do  not  generally  keep  statistics  by  role  primarily  because  it  is  difficult  to  know  with 
any  degree  of  certainty  the  purpose  for  which  a  book  or  other  library  material  is  being  used.  For 
instance,  Pinocchio  may  be  required  reading  for  either  children  or  adults  in  support  of  formal 
classwork;  it  may  also  be  read  for  sheer  enjoyment  or  as  part  of  a  self-directed  study  effort. 
The  only  reliable  way  to  know  the  purpose  for  which  library  material  is  being  used  is  to  ask  the 
library  patron.  To  accomplish  this,  a  staff  member  or  volunteer  should  provide  patrons  as  they 
enter  the  library  with  a  copy  of  the  sample  survey  which  follows. 

Staff/volunteers  should  explain  briefly  to  patrons  that  a  survey  is  being  conducted  to  help  improve 
library  services.  Ask  patrons  to  fill  out  the  survey  after  they  have  used  the  library  and  to  return 
the  completed  form  to  the  circulation  desk  or  to  a  box  at  the  exit 

It  may  be  necessary  to  remind  patrons  to  hand  in  their  surveys  before  they  leave  as  it  is  important 
to  account  for  as  much  of  each  day's  total  circulation  as  possible.  Weekly  totals  should  ap- 
proximate circulation  statistics  for  the  week. 
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WORKSHEET  #7;     LIBRARY  USE  SURVEY 
Complete  just  before   leaving  and  return  to 

The    Public  Library  is  conducting 

a  survey  to  help  improve  its  services.  You  can  help  by  answering 
the   following  questions: 

1.  What    is   your  age?     Circle  one: 

under  5         5-8         9-12         13-17         18-25         26-64  65+ 

2.  For  what  purpose! s )   did  you  use  the  library  today? 
Check  all  that  apply. 

 a.  School 

  Number  of   items   used  for  this  school-related  purpose 

  Number  of   items   checked  out  for  this  purpose 

  What   library  equipment,    if  any,   did  you  use? 


b.     Job  or  career 

Number  of   items   used  in  the  library 
Number  of   items   checked  out 

What   library  equipment,    if  any,    did  you  use? 


c.      Personal   interests  or  needs 

Number  of  items   used  in  the  library 
Number  of  items  checked  out 

What   library  equipment,    if  any,    did  you  use? 


Por  use  with  Step  3:     Gathering  Data 

( cont ' d ) 
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WORKSHEET  #7:  (cont'd) 


d .  Enjoyment 

Number  of   items  used   in  the  library 
Number  of   items  checked  out 

What   library  equipment,    if  any,    did  you  use? 


 e.      Something  else.  What?   

The  library  staff  and  board  of  trustees  thank  you  for  your 
cooperation   in  filling  out  this  questionnaire. 

Please   return  completed  questionnaire  to   
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WORKSHEET  #8:      LIBRARY  USE  SUMMARY  SHEET 


Directions:  Use  this  worksheet  to  summarize  the  results  from  The 
Library  Use  Survey  and  to  record  meeting  room  use.  Survey  totals 
should  approximate  actual  weekly  circulation  totals.  Multiply 
weekly  totals  by  52  for  an  annual  estimate  of  actual  use. 
For  the  Community  Activities  role,  if  you  have  kept  a  log  of 
facility  use  during  the  past  year,  use  actual  attendance 
numbers.  If  these  figures  are  not  available,  establish  an 
es t  imate . 


When  tabulating  results  from  the  Library  Use  Survey  on  page 
48,    count   responses  a-d  as  follows: 

a  =   Formal  Education  Support 

b  &  c   =   Independent  Learning 

d  =  Popular  Materials 


Column  1 


Column  2 


Roles 


Weekly  Total 


Annual  Totals 


Popular  Materials 
C  i  rculat  ion 
In-library  use 


(item  2d 


x52  = 
x52  = 


Independent  Learning  (item  2b  +  2c) 

Circulation    x52  = 

In-library  use    x52  = 


Formal  Education  Support      (item  2a) 

Circulation    x52  =   

In-library  use    x52  =   

Community  Activities  Center 

Meeting/Program  room  use    (Use  actual   total  attendance. 


For  use  with  Step  3:     Gathering  Data 
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WORKSHEET  #9:      SERVICE  USE  BY  ROLE 


Directions:  Use  this  worksheet  to  summarize  annual  circulation, 
in-library  use  of  materials  and  meeting/program  room  use 
totals  from  Worksheet  #8.  Enter  annual  totals  from  column  2  on 
Worksheet  #8  to  the  appropriate  columns  below  and  total  each 
co lumn . 


Column  1 


Column  2 


Column  » 


Circulation 


In-1 ibrary 
Use 

of  Materials 


Mee t  ing 

Room 

Use 


Popular  Materials 


0 


Independent  Learning 


Formal   Education  Support 


Community  Activities  Center 


Total  Annual  Transactions 


For  use  with  Step  3:     Gathering  Data 
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WORKSHEET  410:      CIRCULATION  TRANSACTIONS .    %  OF  ROLE  USE 


Directions:  In  Column  1  below,  enter  annual  circulation  for  each 
role  from  Worksheet  #8.  To  derive  %  of  use  for  each  role, 
divide  the  amount  of  circulation  for  each  role  in  Column  1  by 
the  total  of  annual  circulation  transactions.  Enter  the  results 
in  Co lumn  2 . 


Column  1  Column  2 

Circulation  %  of 

Annual  Totals  Role  Activity 


Popular  Materials 
Independent  Learning 
Formal  Education  Support 


Total  Annual 

Circulation  Transactions    1 00% 


For  use  with  Step  3:     Gathering  Data 
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WORKSHEET  ill:      IN-LIBRARY  USE  TRANSACTIONS :    %  OF  ROLE  USE 


Directions:  In  Column  1  below,  enter  annual  totals  for  In- 
Library  Use  of  Materials  from  Worksheet  #8.  Add  the  number  of 
In-Library  Use  transactions  in  Column  1.  To  derive  %  of 
activity  for  each  role,  divide  the  total  for  each  role  in  Column 
1  by  the  total  number  of  annual  In-Library  Use  transactions. 
Record  the  results   in  Column  2. 


Column  1  Column  2 


In-library  Use  %  of 

Annual  Totals  Role  Activity 


Popular  Materials 
Independent  Learning 
Formal  Education  Support 


Total  Annual 

In-library  use  Transactions    1 00% 


For  use  with  Step  3:     Gathering  Data 
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REFERENCE  TRANSACTIONS  BY  ROLE 


The  purpose  of  Worksheet  #12  is  to  record  reference  transactions  by  role.  Reference  Services  are 
those  which  provide  personal  assistance  to  patrons  who  are  seeking  information.  They  include  such 
activities  as  instruction  in  the  use  of  the  card  catalog  and  basic  reference  sources  like  dictionaries 
and  indexes  as  well  as  guidance  in  the  identification  and  selection  of  fiction  and  non-fiction  reading, 
listening  and  viewing  materials.  Directional  queries,  such  as:  Where  is  the  fiction  shelved?  or  Where 
is  the  public  telephone?  are  not  included  in  this  definition.  As  further  defined  below,  reference 
services  may  be  supplied  in  support  of  Popular  Materials,  Independent  Learning  and  Formal 
Education  Support  although  they  are  most  frequently  associated  with  the  latter  two. 

Types  of  Reference  Questions 

1.  Readers  Assistance.  How  do  I  find  something  in  the  card  catalog?  Can  you  explain  how  the 
books  are  shelved  in  this  library?  Questions  of  this  nature  require  basic  instruction  in  the  use  of  the 
library  and  could  support  any  of  the  three  roles. 

2.  Ready  Reference.  How  many  eggs  are  there  in  a  liquid  cup  measure?  Who  is  the  world 
heavyweight  boxing  champion?  Such  questions  require  the  provision  of  factual  information  in  the 
form  of  brief  answers  that  can  be  located  quickly  in  the  general  reference  collection.  Ready  reference 
questions  are  generally  asked  in  support  of  Independent  Learning  but  the  answer  may  also  be  needed 
for  Formal  Education  Support. 

3.  Specific  Search.  I  need  information  on  the  effects  of  smoking.  I'm  writing  a  paper  on  insects  for 
school  and  need  three  information  sources.  Can  you  help  me?  Specific  search  questions  require 
more  time  than  ready  reference  and  the  response  is  generally  in  the  form  of  a  list  of  references  or  a 
book  or  report.  This  may  require  use  of  regional  reference  services.  Answers  to  these  question  may 
be  sought  for  either  Independent  Learning  or  Formal  Education  Support. 

4.  Readers  Guidance.  Can  you  suggest  a  good  fiction  book  on  the  French  Revolution?  or,  I  just 
loved  Charlotte's  Web.  Can  you  find  me  more  books  like  that?  Reader's  guidance  generally  requires 
providing  several  options  or  sources  and  may  include  the  preparation  of  reading/viewing/listening 
lists.  It  is  generally  associated  with  the  Independent  Learning  role  but  may  also  be  used  in  support 
of  the  Popular  Materials  role. 

To  obtain  statistics  for  reference  questions,  select  a  week  during  which  staff  will  keep  a  careful 
record  of  each  patron  request  and  assign  each  request  to  a  role  along  with  the  age  range  of  the  user. 
The  week  selected  should  coincide  with  the  week  during  which  the  in-house  survey  of  library  use 
is  conducted.  If  the  assignment  to  a  specific  role  is  not  obvious  at  the  completion  of  the  reference 
search  the  staff  member  may  have  to  question  the  patron.  Remember  that  the  distinguishing  feature 
of  Formal  Education  Support  is  that  material  will  be  used  to  support  a  class  assignment  or  a 
formalized  course  of  instruction. 
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WORKSHEET  #12:      REFERENCE  TRANSACTIONS  BY  ROLE 


Directions:  Use  one  sheet  per  day  for  a  week.  If  the  library 
wishes  to  record  figures  for  a  specific  time  of  day,  additional 
sheets  may  be  duplicated.  Staff  should  record  by  role  the 
reference  questions  asked.  (Refer  to  page  54  for  recommendations 
on  allocating  reference  questions  to  roles. )  Make  a  single  stroke 
for  each  question  beside  the  appropriate  age  range:  Children 
(C),   Young  Adults   (Y)   and  Adults   (A)    in  the  boxes  provided. 

DATE: 

TIME  PERIOD: 


Roles 


Daily  Total 


Popular  Materials 


TOTAL  REFERENCE  TRANSACTIONS 


Independent  Learning 


-\ 


TOTAL  REFERENCE  TRANSACTIONS 


Formal  Education  Support 


TOTAL  REFERENCE  TRANSACTIONS 


For  use  with  Step  3:     Gathering  Data 
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WORKSHEET  #13:      REFERENCE  TRANSACTIONS :   ANNUAL  ESTIMATES 


Directions:  Total  the  reference  transactions  for  each  role  for 
the  week  from  daily  Worksheet  #12  and  enter  these  weekly  totals 
in  Column  1.  To  obtain  annual  estimates,  multiply  weekly  totals 
by  52  and  record  the  results   in  Column  2. 

Column  1  Column  2 

Weekly  Totals  Annual  Totals 


Popular  Materials    x52  = 

Independent  Learning    x52  = 

Formal   Education  Support    x52  = 


For  use  with  Step  3:     Gathering  Data 


WORKSHEET  #14:     REFERENCE  TRANSACTIONS:   %  OF  ROLE  USE 

Directions:  In  Column  1  below,  enter  annual  totals  for  reference 
transactions  from  Worksheet  #13.  To  derive  %  of  activity  for 
each  role,  divide  the  annual  total  for  each  role  in  Column  1  by 
the  total  annual  number  of  reference  transactions.  Record  the 
results  in  Column  2. 

Column  1  Column  2 

Reference  %  of 

Transactions  Activity 
Annual  Totals  by  Role 


Popular  Materials 
Independent  Learning 
Formal  Education  Support 


Total  Annual 

Reference  Transactions    1 00% 


For  use  with  Step  3:     Gathering  Data 
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WORKSHEET  #15:      SUMMARY  OF  %  OF  SERVICE  ACTIVITY  BY  ROLE 


Directions:  Summarize  the  %  of  Circulation,  In-Library  Use  of 
Materials,  and  Reference  Services  activity  by  role.  Enter  the  % 
of  activity  rates  for  each  role  from  Worksheets  #10,  11  and  14 
into  the  appropriate  columns  below. 


Column  1 


Col umn  2 


Column  3 


Circulat  ion 


In-Library 
Use 


Reference 
Services 


POPULAR  MATERIALS 


% 


% 


% 


INDEPENDENT  LEARNING 


FORMAL  EDUCATION  SUPPORT 


%  100 


%  100 


%  100 


For  use  with  Step  3:     Gathering  Data 
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ADDITIONAL  LIBRARY  INFORMATION 


All  data-gathering  up  to  this  point  has  involved  statistics, 
budget  figures,  and  other  kinds  of  numbers.  As  valuable  as  this 
form  of  data  can  be  in  analyzing  community  and  library  needs,  it 
does  not  tell  enough  about  issues  and  problems  which  must  be 
addressed  if  library  service  is  to  meet  community  needs. 

This  section  contains  two  worksheets  to  help  identify  library 
needs  which  the  library  plan  must  address:  the  library's 
position  in  relation  to  the  Eleven  Elements  of  Basic  Library 
Service,  and  a  questionnaire  about  library  performance  in 
general . 

WORKSHEET  #16:     ELEMENTS  OF  BASIC  LIBRARY  SERVICE 


Directions:  The  Small  Library  Planning  Process  describes,  on 
pages  11  and  12,  the  eleven  basic  elements  which  are  prerequisite 
to  effective  library  service.  On  this  worksheet,  indicate  the 
library's  status  in  relation  to  meeting  the  requirements 
specified  in  each  element. 


1.      Suitable  facilities. 


2.  Hours. 


3.  Staff. 


For  use  with  stap  S:    Gathering  Data 
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WORKSHEET  #16:  (cont'd) 
4.  Materials. 


5.      Written  Policies. 


6.  Telephone. 


7.     Informed  and  Supportive  Trustees. 


8.     Adequate  Funding. 


WORKSHEET  416:  (cont'd) 
9.  Publicity. 


10.    Planning  and  Evaluation. 


11.    Interlibrary  Access  Point. 


WORKSHEET  $17:      CHECKLIST  OF  LIBRARY  PERFORMANCE 


Directions:  Answer  yes  or  no  to  the  questions  on  this  checklist 
to  help  identify  library  needs  and  problems  which  the  plan  should 
address.  Objectivity  is  very  important.  Be  certain  that  answers 
can  be  readily  defended  and  documentedl 

COMMUNITY  AWARENESS /LIBRARY  IMAGE/PUBLIC  RELATIONS 

1.  Is  the  library  widely  recognized  by  community 
officials  and  the  general  public  as  a  necessary 
and  effective   service  which   is   of   real  benefit 

to  the  community?   

2.  Is  extensive  and  creative  use  made  of  all 
available     news     media     to     publicize  library 

services  and  programs?   

3.  Does     the     library  project     a     progressive  and 

dynamic  image?   

Or    is    the    image    of    the    library   passive  and 

irrelevant?   


4.  Is  the  library  actively  represented  by  staff 
and  trustees  in  community  activities? 

5.  Are  staff  members  trained  to  put  user  needs 
first  and  to  be  helpful  and  courteous  at  all 
times? 


6.  As  representatives  of  the  community,  do  library 
trustees  know  what  is  going  on  in  the  community 
and  in  the  library? 

BUILDING  AND  GROUNDS 

1.  Is  the  library  clearly  designated  with  a  sign 
visible  from  the  street? 


2.     Are  building  and  grounds  clean,  well-maintained 
and  attractive? 


3.  Is  the  building  suitable  for  use  as  a  library? 

4.  Does  the  building  contain  sufficient  space  for 
staff,   collections,   and  services? 

5.  Is  the  building  accessible  to  the  handicapped? 


Por  use  with  Step  3:     tethering  Deta 

(cont'd) 
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WORKSHEET  #17 : 


( cont ' d ) 


6.  Is  the   interior  attractive  and  functional? 
Is   it  easy  to  control  and  supervise? 

Is   it  comfortable? 

7.  Are   interior  signs  attractive  and  clear? 

Can  people  find  what  they  want  without  asking 
for  directions? 

Is  the  collection  arranged  in  a  logical  and 
easy  to   follow  manner? 

8.  Are  safety  features  adequate,  including 
fire/burglar  alarms,  emergency  lighting, 
emergency  exits,  adequate  lighting,  structural 
components  of  the  building? 

9.  Is  insurance  adequate  to  cover  liability  and 
loss  or  contents? 

Does   it  cover  building  replacement? 


PERSONNEL 

1.  Does  a  written  personnel  policy  cover 
responsibilities,  rights  and  benefits  of 
library  staff? 

2.  Are  there  written  job  descriptions  which 
accurately  reflect  current  staff  duties  and 
respons  ibil it  ies? 

3.  Is  there  an  officially  adopted  salary  schedule? 

4.  Are  library  wages  and  benefits  comparable  to 
those  paid  by  similar  employers  and  other 
1 ibraries? 

Are  they  competitive  enough  to  attract  and  hold 
competent  employees? 

Do  employees  regularly  receive  raises  and 
benefits  comparable  to  other  municipal  employ- 
ees  in  the  area? 

5.  Is  continuing  education  and  training  of  staff 
encouraged  by  granting  time  off  and  paying 
travel  expenses  to  Regional  workshops,  library 
conferences  and  other  staff  development  pro- 
grams? 


( cont ' d ) 
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WORKSHEET  #17:      ( cont ' d ) 


6.  Is   staff  skilled,    knowledgeable,    effective  and 
user- friendly? 

7.  Does     the     library  have     a     performance  review 
process  used  to  evaluate  personnel  performance? 

8.  Is     the     number  of  staff  and  staff     work  hours 
sufficient  to  provide  quality  library  service? 


COLLECTIONS 

1.  Do  library  collections  reflect  community  needs 
and  interests?  Are  titles  appropriate  for  the 
type  of  community  served  by  the  library? 

Do  they  consist  predominantly  of  current 
interest,  up-to-date  materials  in  good 
condition  which  are  actively  used  by  library 
borrowers? 

2.  Are  collections  weeded  of  outdated,  worn, 
unused,  and  irrelevant  materials  on  a  regular 
basis? 

3.  Does  the  library  have  a  recently  revised 
collection  development  policy  which  describes 
the  orientation  of  the  collection,  selection 
and  weeding  criteria,  intellectual  freedom 
standards  and  other  collection  development 
issues? 

4.  Are  selection,  weeding  and  other  collection 
development  activities  recognized  by  the  board 
of  trustees  to  be  the  responsibility  of  library 
staff,  without  library  board  or  "book 
committee"  involvement? 

Is  this  specified  in  the  collection  development 

pol icy? 

5.  Does  the  library  use  standard  library  reviewing 
tools       in      the       selection       of  materials? 

6.  Does  the  library  buy  most  of  its  materials  from 
book/AV  jobbers  which  serve  the  library 
community? 

7.  Are  new  materials  ordered  periodically,  and  on 
a  regular  basis  throughout  the  year? 


(cont'd) 
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WORKSHEET  #17:  (cont'd) 


8.  Is  the  library's  collection  strong  enough  to 
meet  the  needs  of  most  library  users  most  of 
the  time,   without  using  interlibrary  loan? 


9.  Does  the  library  routinely  use  interlibrary 
loan  to  provide  materials  to  users  which  the 
library  does  not  own? 


ACCESS  TO  COLLECTIONS 

1.  Are      collections    logically    and  accurately 
arranged  on  shelves  and  in  sequential  order? 

Are  materials  neatly  shelved? 

2.  Is  cataloging  accurate  and  up-to-date? 

Are  catalog  cards  for  weeded  titles  removed 
promptly  from  the  catalog? 

3.  Is  the  card  catalog  free  of  error? 

Does  it  contain  guide  cards  for  users? 

Are  diagrams  of  the  library  layout  provided  to 
help  users  find  needed  materials  after  locating 
them  in  the  catalog? 

4.  Has       an     inventory     of     the     collection  been 
completed  in  the  last  three  years? 


FUNDING  AND  FINANCES 

1.     Does  the  library  receive  funding  proportionate 
to  its  needs? 


2.  Does  the  library  regularly  present  and  defend 
its  budget  before  funding  officials,  including 
town  meeting? 

Are  budget  requests  clearly  defined  and 
convincingly  documented? 

3.  Do  trustees  assume  an  active  role  as  advocates 
for  adequate  library  funding? 


( cont 'd ) 
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WORKSHEET  #17:  (cont'd) 


4.  Does  the  library  request  sufficient  funds  in 
its  budget  to  meet  community  and  library  needs? 

5.  Are  annual  budget  increases  requested  to  keep 
pace  with  inflation  and  to  ensure  that 
community  and  library  needs  will  be  met? 

6.  Is  the  head  librarian,  or  library  staff, 
responsible  for  maintaining  financial  records, 
including  bookkeeping  and  budget  accounting? 

7.  Is  the  head  librarian,  or  library  staff, 
responsible  for  preparing  state  applications 
for  LIG/MEG  funds? 

8.  Does   the  board  pursue   "Additional  Aid  to  Public 

Libraries"  funds? 

9.  Does  the  head  librarian  make  budget 
recommendations  and  prepare  the  initial  budget 
draft  for  consideration  by  the  board  of 
trustees? 


TRUSTEES 

1.  Does  the  board  operate  under  a  written  set  of 
by-laws? 

2.  Does  the  library  have  an  orientation  program  to 
acquaint  new  trustees  with  their  responsibili- 
ties? 

3.  Does  the  board  meet  once  a  month? 

4.  Do  all  trustees  attend  meetings  regularly  and 
participate  actively  in  trustee  business? 

5.  Does  the  board  delegate  to  the  head  librarian 
primary  responsibility  for  library  operations, 
including  personnel  selection  and 
administration,  collection  development, 
direction  of  library  services,  building 
maintenance,  policy  implementation,  and 
business  and  other  internal  matters? 

6.  Does  the  head  librarian  routinely  attend  all 
board  meetings  and  serve  as  an  advisor  to  the 
board  whose  expertise  and  knowledge  is  expected 
and  appreciated? 
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ADDITIONAL  COMMUNITY  INFORMATION 


The  section  above  focused  on  obtaining  non-statistical  information  about  the  library  which  will 
be  needed  to  properly  analyze  library  needs  and  conditions,  and  which  will  probably  serve  as  a  base 
for  development  of  library  goals.  Non-statistical  information  about  the  community  will  also  be 
important  in  the  development  of  a  plan.  Population  trends  and  composition,  local  history,  geography, 
education  and  cultural  opportunities,  local  government  and  the  local  economy  are  important  factors 
to  consider  when  establishing  community  needs.  By  comparing  a  library '  s  services  and  effectiveness 
with  this  and  other  community  information  the  library  can  begin  to  understand  why  some  services 
succeed  and  some  don't,  or  why  some  new  services  may  be  needed  while  others  should  be  dropped 
for  lack  of  use. 

Some  types  of  community  information  important  in  library  planning  are  as  follows: 

Environmental  Information 

Local  history  and  community  development:  A  brief  summary  of  the  town's  local  history 
and  growth,  including  its  economic  development,  will  help  develop  an  understanding  of  the 
community  and  the  library's  relationship  to  it. 

Geography  and  climate:  Terrain,  distance  from  other  communities,  and  climate  can  have 
a  major  impact  on  community  life  and  the  extent  to  which  residents  must  rely  on  their  local 
library  for  services  and  materials. 

Transportation:  The  availability  of  public  transportation  will  have  a  major  impact  on  how 
people  get  to  the  library.  Location  of  the  library  in  the  population  center  of  the  community 
may  be  extremely  important  if  most  people  have  to  get  to  the  library  by  car. 

Educational  facilities:  Public  and  private  schools,  colleges,  and  technical  institutes  will 
have  an  influence  on  library  use.  They  may  also  have  libraries  of  their  own  with  which  the 
public  library  will  want  to  cooperate. 

Other  factors:  Recreational  facilities,  cultural  activities,  community  service  groups,  and 
book/record/video  stores  will  also  have  an  effect  on  the  nature  of  public  library  service.  This 
effect  must  be  studied  and  considered  as  the  library  works  to  define  how  it  can  serve  the 
community. 
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Population  Information 

Demographic  information  has  already  been  gathered  on  Worksheet  #3.  These  population  charac- 
teristics are  an  indicator  of  what  the  community  is  like,  and  they  must  be  considered  carefully  as  a 
means  of  identifying  those  community  needs  and  interests  to  which  the  library  must  respond.  Some 
examples  of  the  kinds  of  information  to  be  interpreted  from  these  population  characteristics  are  as 
follows: 

Age  of  population:  A  large  elderly  population  is  likely  to  place  special  demands  on  the 
library  for  such  services  as  large  print  materials,  popular  reading,  and  perhaps  practical 
"how-to"  material.  A  large  preschool  age  population  highlights  the  need  for  an  active 
preschool  story  hour  program  and  strong  picture  book  collection.  It  may  also  indicate  a  need 
for  greater  emphasis  on  services  to  students. 

Ethnic  background:  Libraries  serving  communities  with  large  numbers  of  foreign  lan- 
guage-speaking residents  may  have  to  develop  special  foreign  language  collections  if 
English  is  their  second  language  or  it  may  mean  that  at  least  one  staff  member  should  be 
able  to  speak  the  predominant  foreign  language. 

Educational  levels:  Libraries  must  orient  their  collections  to  the  educational  background 
and  interests  of  community  residents.  Reading  interests  and  library  use  patterns  will  differ 
in  affluent  suburbs  with  large  numbers  of  college  educated  residents  from  those  in  industrial 
communities  where  many  people  have  not  gone  beyond  high  school. 

Occupation:  Occupations  are  another  indicator  of  reading  interest  and  library  use.  Where 
people  work  is  also  important.  Libraries  serving  "bedroom"  communities  may  have  to 
schedule  more  evening  and  weekend  hours  to  ensure  that  people  can  use  the  library  at  times 
most  convenient  to  them. 

Income  levels:  Studies  show  that  income  affects  library  use.  Use  is  highest  among 
middle-income,  moderately  well-educated  people.  Persons  with  high  levels  of  education  and 
substantial  income  generally  use  the  library  less. 

Population  size  and  trends:  Libraries  serving  communities  with  a  small  population  and 
small  tax  base  face  a  particular  challenge  in  obtaining  adequate  funding.  The  number  of 
actual  and  potential  library  users  is  also  small.  Both  factors  will  have  a  direct  impact  on  the 
kind  of  plan  the  small  library  will  develop.  Population  trends  are  also  important.  Libraries 
in  fast-growing  communities  must  adapt  their  services  to  reach  new  residents  while  striving 
to  keep  funding  in  line  with  growth. 
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Summary 


Library  and  community  analysis  is  an  important  part  of  the  library  planning  process.  It  substitutes 
facts  for  guesses  and  assumptions  about  the  library  and  the  community.  It  also  serves  to  identify 
important  issues,  leads  to  a  greater  understanding  of  the  environment  in  which  the  library  operates, 
and  is  the  base  from  which  goals  and  objectives  are  developed. 

Perhaps  most  important,  library  and  community  analysis  helps  the  library  anticipate  change.  The 
community  which  the  library  serves  is  constantly  changing.  It  is  not  enough  for  libraries  to  wait  for 
new  demands  from  the  community;  staff  should  be  able  to  anticipate  demands.  The  most  effective 
library  administrator  is  one  who  participates  in  formulating  and  even  creating  those  demands. 
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STEP  4:  COST  ESTIMATING 


Examination  of  the  library's  operating  costs  will  provide  a  wealth  of  documented  information 
about  library  services  and  internal  operations.  Cost  information  will  help  the  library  analyze  service 
priorities,  staff  utilization,  operational  effectiveness,  and  funding  needs.  It  will  also  assist  the  library 
in  evaluating  specific  problems  and  concerns  which  have  been  targeted,  and  enable  it  to  study 
virtually  any  other  aspect  of  library  activity.  The  cost  study  should  focus  on  two  basic  elements: 
costs  by  function  and  costs  by  service  role. 

Operating  Costs  By  Function 

Library  operations  fall  typically  into  seven  functional  areas:  Collection  Management;  Circulation; 
Reference  Services;  In-Library  Use  of  Materials;  Meeting/Program  Use;  Building  Management; 
and  Administration.  Operating  Costs  for  each  of  these  areas  include: 

Personnel  -  Staff  time  required  to  perform  the  function 
Materials  -  Books,  magazines  and  audio- visual  materials 
Supplies  -  Postage,  stationery  supplies,  freight,  printing 
Telephone 

Utilities  -  Heat,  electricity,  water 

Equipment  and  furniture 

Other  (Rent,  travel,  conferences,  etc.) 

Use  Worksheet  #18  (one  worksheet  for  each  staff  member)  to  estimate  personnel  costs  associated 
with  each  function.  Use  Worksheet  #19  and  20  to  record  total  costs  for  each  function. 


69 


WORKSHEET  #18:      PERSONNEL  COSTS 


Directions:  Indicate  the  total  average  number  of  hours  per  month 
spent  by  each  staff  member  on  each  of  the  following  tasks. 
Staff  members  may  perform  tasks  in  several  functions,  including 
those  that  are  not  their  major  job  responsibility.  Use  a 
separate  form  for  each  person.  On  each  form,  enter  the  name, 
position,   and  hourly  rate  of  the  person  covered. 


Name   Position    Hourly  Rate  $ 

1.  Circulation 


Checking  materials  in  and  out 

Registering  borrowers  and  maintaining  registration  files 
Issuing  borrower's  cards 

Collecting     fines  and  fees  for  overdue,   lost     or  damaged 
materials 

Preparing  and  sending  overdue  notices  and  maintaining  the 
overdue  system 

Preparing,   submitting,   and  circulating  interlibrary  loans 
and  maintaining  an  ILL  system 

Reserving  materials  and  maintaining  a  reserve  system 
Booking  and  circulating   (Regional)   films  and  videocassettes 
Shelving  returned  materials 
Shelf  reading 

Recording  and  maintaining  circulation  statistics 
TOTAL  HOURS  FOR  CIRCULATION  PER  MONTH 


TOTAL  ANNUAL  COST  (Multiply  total  circulation  hours  per 
month  by  hourly  rate  by  12) 


For  use  with  Step  4:     Cost  latlmting 
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WORKSHEET  #18:  (cont'd) 

2.  In-Library  Use  of  Materials 

  Shelving  books,   magazines,   etc.   used  in  the  library 

  Shelf  reading  of  non-circulating  collections  (reference, 

current  magazines,   newspapers,  etc.) 

  Preparing     and  conducting  story  programs;     preparing  for 

visits  by  or  to  school  classes 

  Other  programming 

  TOTAL  HOURS  FOR  IN-LIBRARY  USE  OF  MATERIALS  PER  MONTH 

  TOTAL     ANNUAL     COST   (Multiply  total  hours   for  In-library 

use     of  materials  per  month  by  hourly  rate  by  12) 

3.  Reference  Services* 

  Readers  assistance 

  Ready  reference 

  Specific  search 

  Readers  guidance 

  TOTAL  HOURS  FOR  REFERENCE  SERVICES         PER  MONTH 


  TOTAL     ANNUAL     COST   (Multiply  total  hours     per     month  by 

hourly  rate  by  12) 

4.      Collection  Management 

Materials  selection 

  Using  selection  tools  such  as  Booklist,   Library     Journal,  etc. 

  Examining  publisher's  catalogs,   publication  announcements,  etc 

  Reviewing  materials  for  possible  selection 

  Making     and  recording  selection  decisions  so     that  order 

forms  can  be  prepared 

  Preparing  "new  book"  and  similar  lists 

  Reviewing  gift  materials 

  Examining     reserve     and     ILL  requests     to     identify  high 

demand     items     and  areas  that  should     be     considered  for 
purchase  and  strengthening 

  Selecting     materials     from  the     Regional     bookmobile  and 

preparing  for  the  bookmobile  visit 

*See  examples,  page  54 

(cont'd) 
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WORKSHEET  $18:  (cont'd) 
Weeding 

  Examining  materials  for  possible  weeding 

  Deciding  whether  to  discard,   replace,   rebind,  repair 

  Disposing  of  discarded  materials 

  Removing  cards  of  weeded  material  from  catalog 

Technical  Services 

  Preparing  order  forms  for  submission  to  wholesalers 

  Placing  orders  for  books  and  other  materials 

  Maintaining  order  files  and  records 

  Cataloging  and  classifying 

  Preparing  and  filing  catalog  cards 

  Data  entry  into  an  automated  data  base 

  Processing  new  materials  with  covers,   pockets,   labels,  etc. 

  Mending  damaged  materials  and  preparing  materials  for  rebinding 

  Maintaining  statistics  of  materials  cataloged 

  Automation  activities  related  to  technical  services 

  Undertaking  an  inventory  of  the  collection 

  TOTAL  HOURS  FOR  TECHNICAL  SERVICES  PER  MONTH 


  TOTAL     ANNUAL     COST   (Multiply  total  hours     per     month  by 

hourly  rate  by  12) 

5.      Meeting/Program  Room  Use 

  Scheduling  facilities  usage 

  Planning  and  conducting  programs 

  Setting  up  meeting  room 

  Community  Activities  Calendar  maintenance 

  Advertising,   Public  Relations 

  Outreach     activities    (service  to  homebound,    deposits  in 

institutions,  etc.) 

  TOTAL  HOURS  FOR  MEETING/PROGRAM  ROOM  USE  PER  MONTH 

  TOTAL     ANNUAL     COST  (Multiply  total  hours     per     month  by 

hourly  rate  by  12) 

72  (cont'd) 


WORKSHEET  #18:  (cont'd) 

6.  Building  Management  (Include  time  spent  on  supervision  and 
coordination  of  these  activities  as  well  as  staff  time  spent  on 
actual  performance  of  them. ) 

  Cleaning  and  rubbish  removal 

  Building  and  building  equipment  maintenance  and  repair 

  Utilities   (Fuel,   electricity,  water) 

  Security  and  safety 

  Grounds  maintenance 

  Snow  removal 

  TOTAL  HOURS  FOR  BUILDING  MANAGEMENT  PER  MONTH 


TOTAL  ANNUAL  COST  (Multiply  total  hours  per  month  by 
hourly  rate  by  12) 


7.  Administration 

  Personnel  matters 

  Budget  preparation  and  management 

  Bookkeeping  and  financial  record  keeping 

  Planning  and  evaluation  of  services,  activities 

  Policy  development  and  implementation 

  Preparation  of  annual  and  other  reports 

  Trustee  matters 

  Advertising 

  Public  relations 

  Continuing  education 

  Staff  training  and  development 

  Management  of  library  and  office  equipment 

  Meetings  with  staff,   boards  and  organizations 

  TOTAL  HOURS  FOR  ADMINISTRATION  PER  MONTH 

  TOTAL     ANNUAL     COST   (Multiply  total  hours     per     month  by 

hourly  rate  by  12) 
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WORKSHEET  *18A:      PERSONNEL  COSTS  BY  FUNCTION 


Take  the  TOTAL  ANNUAL  COST  for  the  Circulation  function  from  each 
staff  member's  Worksheet  #18  and  add  them.  Enter  the  figure  in 
the  appropriate  space  below.  This  represents  the  library's  total 
Personnel  Cost  for  Circulation.  Do  the  same  for  each  of  the 
other  six  functions  listed  below. 


Function 

1  .  Circulation 

2.  In-Library  Use  of  Materials 

3.  Reference  Services 


Total  Personnel  Cost 
$   

$   

$   


4.  Collection  Management  $ 

5.  Meeting/Program  Room  Use  $ 

6.  Building  Management  $ 

7.  Administration  $ 


For  use  with  Step  4:     Coat  latiaatlntf. 
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WORKSHEET  #19:      TOTAL  ANNUAL  COSTS  BY  FUNCTION/ACTIVITY 


Directions:  List  annual  costs  associated  with  each  of  the 
following  functions  and  activities.  Budget  categories  to 
include  in     each  item  are  listed  in  the  left  column. 


Part  1:  Circulation 

Personnel  Costs*  $ 
Circulation  supplies  $ 
Charging  machine  operation  $. 
Other  (specify) 


$. 


Total  Circulation  $. 

Part  2:     In-Library  Use  of  Materials 

Personnel  Costs*  $. 
Other  (specify) 

  $ 


Total  In-Library  Use  of  Materials  $. 

Part  3:     Reference  Services 
Personnel  Costs*  $. 
Other  (specify) 


Total  Reference  Services 


For  each  function  (Circulation,  In-Library  Use  of  Materials, 
etc.)  take  the  annual  personnel  cost  from  Worksheet  #18A  and 
enter  it  in  the  cost  column  on  the  right  of  this  worksheet. 


For  use  with  Step  4:     Cost  estimating 

(cont'd) 
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WORKSHEET  $19:  (cont'd) 

Part  4:     Collection  Management 


Personnel  Costs*  $ 

Books  $ 

Periodicals  $ 

Non-print  materials  $ 

Book  processing  and  mending  supplies  $ 

Catalog  cards   (printed)  $ 

Costs  for  pre-processing  of  materials  $ 

Automated  services  (allocate  proportionate  to  use)  $ 
Other  (specify) 

  $ 

Total  Collection  Management  $ 


Part  5:     Meeting/Program  Room  Use 

Personnel  Costs*  $ 
Other  (specify) 

  S 

Total  Meeting/Program  Room  Use  $ 


*  For  each  function  (Circulation,  In-Library  Use  of  Materials, 
etc. )  take  the  annual  personnel  cost  from  Worksheet  #18A  and 
enter  it  in  the  cost  column  on  the  right  of  this  worksheet. 


(cont'd) 
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WORKSHEET  #19  (cont'd) 

Part  6:      Building  Management 


Personnel  Costs*  $ 

Routine  repairs,   cleaning  and  maintenance  $ 

Utilities   (Fuel,   electricity,   water)  $ 

Cleaning  and  building  supplies  $ 

Grounds-keeping  $ 

Security  $ 

Rent  $ 
Other  (specify) 

  $. 

Total  Building  management  $ 

Part  7:  Administration 

Personnel  Costs*  $ 

Travel  $ 

Conference  fees,   workshops,   etc.  $ 

Telephone  $ 

Insurance  $ 

Postage  and  freight  $ 

Printing  and  advertising  $ 

Office  supplies  $ 

Equipment  maintenance  &  service  contracts  $ 

Equipment  rental  and  leasing  contracts  $ 
Other  (specify) 

  $ 

Total  Administration  $ 


For  each  function  (Circulation,  In-Library  Use  of  Materials, 
etc.)  take  the  annual  personnel  cost  from  Worksheet  #18A  and 
enter  it  in  the  cost  column  on  the  right  of  this  worksheet. 
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WORKSHEET  #20:      SUMMARY  OF  FUNCTION/ ACTIVITY  COSTS 

Directions:  Enter  total  costs  for  each  function  or  activity 
recorded  in  parts  1-7  of  Worksheet  #19. 

Circulation  (Part  1)  $  

In-Library  Use  of  Materials   (Part  2)  $  

Reference  Services   (Part  3)  $  

Collection  Management   (Part  4)  $  

Meeting/Program  Room  Use   (Part  5)  $  

Building  Management   (Part  6)  $  

Administration  (Part  7)  $  


Total  Costs** 


**  This  amount  should  approximate  the  library's  total  annual 
budget . 


For  use  with  Step  4:     Cost  1st  lasting 
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WORKSHEET  #21 :      CIRCULATION  COSTS  BY  ROLE 


Directions:       In  Column  1   below,   enter  the  %  of     circulation  use 

for     each  role  from  Worksheet  #15.      In  Column  2,   enter  the  total 

circulation     cost   from  Worksheet   #20.  To     arrive      at   the  cost 

of      circulation      for    each       role,  multiply      the      %  of 

circulation  by  the  total  circulation  cost.  Enter  the  results 
in  Column  3. 


Column  1  Column  2  Column 

%  of  Total  Cost 

Roles  Circulation  Circulation  Per 

Use  Cost  Role 


POPULAR  MATERIALS  %   x 


INDEPENDENT  LEARNING  %   x 


FORMAL  EDUCATION  SUPPORT         %   x 


For  use  with  Step  4:     Cost  let iae ting 
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WORKSHEET  #22 


IN -LIBRARY  USE  COSTS  BY  ROLE 


Directions:  In  Column  1  below,  enter  the  %  of  In-Library  Use  for 
each  role  from  Worksheet  #15.  In  Column  2,  enter  the  total  cost 
of  In-Library  Use  from  Worksheet  #20.  To  arrive  at  the  cost  of 
In-Library  Use  for  each  role,  multiply  the  %  of  In-Library  Use  by 
the  total  cost  of  In-Library  Use.     Enter  the  results  in  Column  3. 


Column  1 


Column  2 


Column 


Roles 


%  of 

In-Library  Use 
Act  ivi ty 


Total  Cost 
In-Library  Use  Per 
Cost  Role 


POPULAR  MATERIALS  % 


INDEPENDENT  LEARNING 


FORMAL  EDUCATION  SUPPORT  % 


For  use  with  Step  4:     Cost  Eat  lea.  tin* 
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WORKSHEET  423 


REFERENCE  COSTS  BY  ROLE 


Directions:  In  Column  1  below,  enter  the  %  of  Reference  Use  for 
each  role  from  Worksheet  #15.  In  Column  2,  enter  the  total  cost 
of  Reference  Services  from  Worksheet  #20.  To  arrive  at  the  cost 
of  Reference  Services  for  each  role,  multiply  the  %  of  Reference 
Services  by  the  cost  of  Reference  Services.  Enter  the  results  in 
Column  3 . 


Column  1 


Column  2 


Column  3 


Roles 


POPULAR  MATERIALS 


INDEPENDENT  LEARNING 


FORMAL  EDUCATION  SUPPORT 


%  of 

Reference 
Activity 


Total 

Reference 

Cost 


Cost 

Per 

Role 

$  


For  use  with  Step  4:     Coat  Istiaating 
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Operating  Costs  by  Service 


The  preceding  section  was  devoted  to  assessing  operating  costs  by  function  or  activity  within  the 
library.  The  other  part  of  the  operating  cost  picture  involves  assessing  costs  in  terms  of  services. 
Service  costs  are  important  to  define  because  they  indicate  how  the  money  is  being  used.  They  show 
what  it  costs  the  library  to  provide  each  of  the  services  it  offers.  This  information  will  be  used  later 
in  making  decisions  about  service  role  priorities  and  planning  goals. 

To  reasonably  estimate  the  cost  of  providing  each  of  the  service  roles,  it  will  be  necessary  to 
allocate  the  cost  of  each  of  the  seven  functional  areas  mentioned  above  to  the  roles  on  some 
reasonably  equitable  basis.  Worksheets  #24-31  are  provided  as  guides  through  this  process. 
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WORKSHEET  424:      SUBTOTAL   OF  COSTS  BY  ROLE  FOR  SERVICES 


Directions:  Using  the  data  from  Column  3  on  Worksheets  #21,  22 
and  23,    fill   in  Columns   1-4.      Subtotal  all  columns. 

To  arrive  at  the  %  of  service  costs  for  each  role,  divide  the 
subtotal  of  costs  for  each  role  (Columns  1,2  and  3)  by  the  total 
cost   figure   in  Column  4.      Enter  the   results   in  the   space  provided 


Column  1 


Column  2 


Column  3 


Column  4 


Service 
Func t  ions 


Formal 

Popular  Independent     Education  Total 

Materials         Learning  Support  Cost 


CIRCULATION 


$. 


$ 


$ 


$ 


IN-L I BRARY  USE 
OF  MATERIALS 


REFERENCE 


SUBTOTAL  OF  COSTS 
(ABOVE  SERVICES) 


%  OF  SERVICE  COSTS 
to  Roles 


% 


%  100 


For  use  with  Step  4:     Cost  Estimating 
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WORKSHEET  #25:      ALLOCATING  COLLECTION  MANAGEMENT  COSTS   TO  ROLES 


Directions : 

Service  Costs 
total  cost  for 


In  Column  1,  enter  from  Worksheet  #24  the  "%  of 
Assigned  to  Each  Role."  In  Column  2,  enter  the 
Collection  Management   from  Worksheets  #20. 


To  arrive  at  the  cost  of  Collection  Management  for  each  role, 
multiply  the  %  of  Service  Costs  Column  by  the  total  cost  of 
Collection  Management   (Column  2).      Enter  the  results   in  Column  3. 


Column  1 


Column  2 


Column  3 


%  of 

Service 

Costs 


Cost  of 
Collection 
Management 


Cost  of 
Collect  ion 
Management 
To  Role 


POPULAR  MATERIALS  % 


INDEPENDENT  LEARNING  % 


FORMAL  EDUCATION  SUPPORT  % 


For  use  with  Step  4:     Cost  Estimating 
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WORKSHEET  426:     ALLOCATING  MEETING/PROGRAM  ROOM  COSTS  TO  ROLES 


Directions:  Because  Meeting/Program  Use  costs  are  associated 
solely  with  the  Community  Activities  role,  the  total  cost  for 
this  function  will  be  allocated  to  the  Community  Activities  role. 
Enter  below  the  total  cost  for  Meeting/Program  Room  Use  from 
Worksheet  #20. 


Column  1 


Column  2 


Column  3 


Roles 


Meeting/Program  %  of 

Room  Use  Total 
Costs  Cost 


$  Allocated 

Per 
Role 


POPULAR  MATERIALS 


INDEPENDENT  LEARNING 


FORMAL  EDUCATION  SUPPORT 


0 
0 
0 


COMMUNITY  ACTIVITIES 


%  100 


For  use  with  Step  4:     Cost  Estimating 
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WORKSHEET  #2  7:     ALLOCATING  BUILDING  MANAGEMENT  COSTS 


Directions:  Building  Management  will  first  be  allocated  on  a  % 
of  space  used  basis  to  accommodate  the  costs  associated  with 
meeting  room  space  and  the  Community  Activities  role.  The 
remainder  of  the  costs  of  Building  Management  will  be  allocated 
to  Popular  Materials,  Independent  Learning  and  Formal  Education 
Support  on  the  same  %  basis  as  Collection  Management  costs. 
This  will  require  three  steps.  (If  the  library  has  no  space 
devoted  primarily  to  meetings,   go  on  to  Worksheet  #28.) 

STEP  1 :     Divide  the  the  square     footage  of  the  meeting  room  space 
by  the  total   square   footage  of  the  building   to  arrive 
at   the  %  of  Building  Management   cost   to   allocate  to 
Community  Activities. 

%  of 

Building  Management 
Square  Footage  Square  Footage  cost  to 

Meeting  Room  Building  Community  Activities 

T  =  % 


STEP  2:     Multiply  the  %  of  cost  allocated  to  Community  Activities 
in  step   1   above   by   the      cost   of   Building  Management 
from  Worksheet   #20  to  arrive  at  the  cost   of  Building 
Management  to  allocate  to  Community  Activities. 


Building 

Management 

Cost 


%  of 

Building 
Management 

Cost 

Allocated  to 

Community 

Activities 


Building 
Management 

Cost 

Allocated  to 

Community 

Activities 


$. 


STEP   3:      Subtract   the   cost   allocated   to   Community  Activities  in 
step  2  above  from  the     total  cost  of  Building  Management 
(Worksheet   #20)    to   arrive   at   the   remaining  cost  to 
allocate  to  Popular  Materials,    Independent  Learning  and 
Formal  Education  Support. 


Total  Cost 
Building 
Management  from 
Worksheet  #20 


Building 
Management 

Cost 

Allocated  to 
Community 
Activities  from 
Step  2  above 


Building 
Management 

Costs 

to  Allocate 
to  Other 
Services 


For  use  with  step  4:     Cost  1st  lasting 
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WORKSHEET  #28:     ALLOCATING  REMAINING  BUILDING  MANAGEMENT  COSTS 


Directions:  In  Column  1,  enter  the  %  of  service  costs  by  role 
from  Worksheet  #24.  In  Column  2,  enter  Building  Management  costs 
to  other  services  from  step  3,  Worksheet  #27.  If  the 
library  has  no  space  devoted  primarily  to  meetings,  in  Column  2, 
enter  the  total  cost  of  Building  Management  from  Worksheet  #20. 
Multiply  the  %  rates  by  the  Building  Management  costs  to  arrive 
at  the  cost  by  role  and  enter  the  results  in  Column  3. 

In  the  space  provided  in  Column  3,  enter  the  cost  of  Building 
Management  allocated  to  the  Community  Activities  Center  role,  if 
any,  from  Worksheet  #27,  step  2.  The  total  of  Column  3  should 
equal  the  total  Building  Management  costs  as  recorded  on 
Worksheet  #20. 


Column  1 


Col umn  2 


Column  3 


Roles 


%  of 

Total  Service 
Cost 


Building 
Management 

Costs 


Building 
Management 


POPULAR  MATERIALS 


INDEPENDENT  LEARNING 


FORMAL  EDUCATION  SUPPORT 


COMMUNITY  ACTIVITIES  CENTER  (From  Worksheet  #27) 


Total  Building  Management  Costs 


For  use  with  Step  4:     Coat  Estimating 
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WORKSHEET  $30:     ALLOCATING  ADMINISTRATION  COSTS  TO  ROLES 


Directions:  In  Column  1  below,  enter  the  %  of  costs  for  each 
role  from  Worksheet  #29.  In  Column  2,  enter  the  total  cost  for 
Administration  from  Worksheet  #20.  Multiply  the  percentage  rate 
in  Column  1  by  the  total  cost  of  Administration  in  Column  2  to 
arrive  at  the  cost  per  role.     Enter  the  results  in  Column  3. 


Column  1  Column  2  Column  3 

Total  Cost 

%     of  Administration  Per 

ROLES  Costs  Cost  Role 


POPULAR  MATERIALS                            %   x  $ 

INDEPENDENT  LEARNING                     %   x  $   $ 

FORMAL  EDUCATION  SUPPORT             %   x  $ 

COMMUNITY  ACTIVITIES                     %   x  $ 


For  use  with  Step  4:     Cost  1st La* ting 
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STEP  5.  INTERPRETING  THE  DATA 

Steps  3  and  4  involved  gathering  data,  assigning  collection  and  library  use  statistics  to  service 
roles,  identifying  operating  costs,  and  calculating  approximate  costs  of  providing  each  role.  In  this 
section,  the  library  will  analyze  and  interpret  all  the  data  which  has  been  gathered  to  determine  what 
it  means. 

This  is  an  essential  part  of  the  planning  process. 
Interpreting  data  will  enable  library  staff  and  trustees  to: 

*  Replace  random  impressions  with  systematically  gathered  facts 

*  Develop  a  fuller  picture  of  community  needs  and  interests 

*  Develop  an  understanding  of,  and  working  relationships  with,  other  community 
organizations 

*  Base  collection  and  service  development  on  real,  documented  community  needs 
and  demands 

*  Make  the  library  a  recognized  and  respected  participant  in  community  affairs 

*  Communicate  effectively  with  funding  bodies 

*  Document  and  address  community  and  library  needs  that  have  long  been 
overlooked  and  unrecognized. 


ITEMS  TO  CONSIDER  IN  INTERPRETING  THE  DATA 


Comparison  with  other  libraries.  How  does  the  library's  funding,  use,  and  starring  compare  with 
similar  libraries  as  reported  annually  in  the  Board  of  Library  Commissioners'  Data  for  Massa- 
chusetts: Selected  Public  Library  Statistics! 

Costs  of  filling  roles.  What  does  it  cost  to  fill  each  of  the  service  roles?  Is  the  cost  proportionate 
to  the  need? 

Costs  of  internal  operations.  What  does  it  cost  to  operate  the  various  departments  of  the  library 
and  perform  essential  behind-the-scenes  duties? 

Personnel  utilization  and  costs.  How  much  does  each  activity  cost  in  terms  of  staff  support?  Is 
staff  adequately  trained  to  provide  the  necessary  services?  Are  staff  fairly  compensated? 

Community  characteristics  and  information.  How  well  does  the  library  respond  to  community 
needs  and  interests  as  identified  by  census  and  community-study  data?  Are  there  service  needs 
which  the  library  does  not  meet  or  does  not  meet  adequately? 
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Library  use  and  resources  (input  and  output  data).  How  closely  does  library  use  and  allocation 
of  resources  reflect  community  needs  and  interests  which  were  identified  above? 

Internal  library  problems  and  needs.  What  issues  must  the  library  address  in  order  to  strengthen 
its  ability  to  effectively  serve  its  community?  What  does  it  have  to  do  to  put  its  house  in  order? 

Service  focus  and  concentration.  Is  the  library  over-extended?  Is  it  trying  to  provide  a  greater 
range  of  services  than  it  has  the  resources  to  support  (or  the  users  to  justify)?  Is  it  able  to  target  its 
services  so  that  valuable  resources  are  concentrated  where  the  needs  are  greatest?  Can  it  document 
its  service  priorities? 

Identification  of  service  roles.  {Refer  to  Worksheet  #  15  ).  What  does  the  library  do?  What  are  its 
primary  service  roles?  Who  uses  it?  Why  do  they  use  it?  How  well  does  it  meet  their  needs?  These 
and  related  questions  can  be  exploredby  analyzing  how  the  library  fills  the  four  service  roles  which 
are  basic  to  the  function  of  all  public  libraries.  (All  libraries  are  expected  to  fill  these  service  roles, 
but  the  priority  placed  on  them  by  a  given  library  will  vary  according  to  the  extent  of  community 
need  for  them.) 

Comparison  of  perceived  role  emphasis  with  actual  role  emphasis.  The  first  Role  Prioritization 
Exercise  (see  worksheet  #2,  page  29)  recorded  the  opinions  of  planning  participants  concerning 
relative  importance  of  library  roles.  As  a  result  of  data  gathering  in  Step  3,  it  is  now  possible  to 
compare  these  opinions  with  the  actual  situation  as  supported  by  hard  data.  This  comparison  will 
show  how  perceptions  differed  from  reality.  Where  differences  are  found,  they  may  further  highlight 
problem  areas  which  the  library  plan  should  address. 
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WORKSHEET  #32:  COMPARISON  OF  FIRST  ROLE  PRIORITIZATION  EXERCISE 
WITH  ACTUAL  ROLE  EMPHASIS 


Directions:  In  Column  1,  enter  the  average  score  of  each  role 
from  the  first  Role  Prioritization  Exercise  (Worksheet  #2).  In 
Column  2,  enter  the  "Percentage  of  Cost"  for  each  role  recorded 
at  the  bottom  of  Worksheet  #31. 


Column  1  Column  2 

Role  Average  Actual 

Score  Emphasis 

As  Reflected 
by  %  of  Cost 


Popular 
Materials 


Independent 
Learning 


Formal 

Education 

Support 


Community 
Activities 


For  use  with  Step  5:     Interpreting  tba  Data 


93 


STEP  6.  SELECTING  ROLES  FOR  EMPHASIS 


Prioritizing  Service  Roles 

The  first  Role  Prioritization  Exercise  recorded  the  opinion  of  planning  participants  concerning 
the  relative  importance  of  each  service  role.  Comparison  of  the  first  exercise  with  the  actual  role 
emphasis  (Worksheet  #32)  showed  how  close  initial  perceptions  were  to  the  actual  situation. 

Step  6  helps  determine  how  much  emphasis  should  be  placed  on  each  service  role  in  the  future. 
Decisions  made  at  this  point  must  involve  careful  consideration  of  every  bit  of  information  available. 
Decisions  should  be  based  on  such  concerns  as: 

—  How  many  people  in  the  community  have  a  need  for  this  service  role? 

—  Can  the  need  be  met  by  other  organizations  in  the  community? 

—  Does  the  library  have  the  funding  and  other  resources  necessary  to  fill  this  need 
adequately?  If  not,  can  it  realistically  expect  to  obtain  them?  When?  How? 

—  How  well  is  the  library  filling  this  need  now?  Is  it  placing  too  much  emphasis  on 
it?  Too  little  emphasis? 

—  To  what  extent  does  the  library  conform  with  the  Eleven  Elements  of  Basic 
Library  Service? 

—  What  internal  problems  and  issues  impact  on  the  library's  ability  to  fill  this  role? 
What  must  be  done  to  resolve  them? 


The  purpose  of  the  second  Role  Prioritization  Exercise  which  follows  is  to  determine  what  the 
priority  of  each  role  should  be  based  on  analysis  of  all  data  reviewed  by  the  planning  committee. 
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WORKSHEET  $33:      SECOND  ROLE  PRIORITIZATION  EXERCISE. 


Directions:  Each  member  of  the  planning  group  should  complete 
this  exercise  independently  by  allocating  100  points  among  the 
four  service  roles.  Points  should  be  allocated  on  the  basis  of 
importance,  with  more  points  going  to  roles  which  participants 
feel     the  library's  program  of  services  should  emphasize. 

Note:  Most  small  libraries  will  find  that  they  can  meet 
community  needs  by  providing  service  at  level  1  for  all  roles. 
But  the  amount  of  emphasis  each  places  on  a  given  role  will  vary 
according  to  community  needs  and     library  resources. 

Indicate  below  how  much  emphasis  the  library  should  place  on 
each  role  by  dividing  100  points  among  them.  Give  more  points  to 
roles  which  data  analysis  indicates  are  more  important,  fewer  to 
roles  which  are  less  important.  (Each  role  should  receive  a 
portion  of     points,     but  points  should  not  be  divided  equally.) 


Role  Degree  of  Emphasis 


Popular 
Materials 


Independent 
Learning 


Formal 

Education 

Support 


Community 
Activities 


After  individuals  have  completed  their  second  role  Prioritization 
Exercise,  the  planning  coordinator  should  average  their 
allocations  and  record  the  results  on  Worksheet  #34,  "Summary 
of  Second  Role  Prioritization  Exercise."  Using  this  summary  as 
a  focal  point,  participants  should  conduct  an  in-depth 
discussion  during  which  they  reach  consensus  on  which  roles 
the  library  should  be  emphasizing. 


For  use  with  Step  6:     Selecting  Boles  for  Kaphas  is 
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WORKSHEET  #34:      SUMMARY  OF  SECOND  ROLE  PRIORITIZATION  EXERCISE. 


Role  Degree  of  Emphasis 


Popular 
Materials 


Independent 
Learning 


Formal 

Education 

Support 


Community 
Activities 


For  use  with  Step  5:     Interpreting  the  Data 
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STEP  7:  DEVELOPING  A  MISSION  STATEMENT  AND  GOALS  AND  OBJECTIVES 


Up  to  this  point  effort  has  been  focused  on  first  obtaining  and  then  analyzing  information  about 
the  community  and  the  library.  As  a  result,  a  great  deal  is  now  known  about  the  community  and  the 
needs  of  its  residents;  about  library  use  and  resources;  and  about  issues  and  problems  that  require 
attention.  It  is  now  time  to  evaluate  this  information  to  see  how  it  helps  define  the  purpose  which 
the  library  serves  in  the  community.  After  the  mission  is  clarified  in  a  mission  statement,  a  strategy 
must  be  developed  to  address  concerns  that  have  been  identified.  This  strategy  is  outlined  in  a 
statement  of  library  goals  and  objectives. 

MISSION  STATEMENT 

The  library '  s  mission  statement  is  a  brief  declaration  of  library  purpose.  It  originates  from  decisions 
made  during  the  role  selection  exercises  and  from  the  information  upon  which  these  decisions  were 
based.  The  mission  statement  identifies  which  service  roles  are  emphasized  and  the  major  user 
groups  at  which  they  are  directed;  it  defines  how  the  collection  focuses  on  the  roles  which  are 
emphasized;  it  highlights  the  extent  to  which  necessary  resources  are  available  to  support  chosen 
roles;  and  it  describes  the  environment  (geographical,  social,  political,  governmental,  historical, 
etc.)  in  which  the  library  operates.  In  short,  the  mission  statement  outlines  the  framework  upon 
which  library  resources  and  services  are  built. 

The  mission  statement  is  necessary  because  it  gives  focus  to  what  the  library  does.  No  library  can 
expect  to  emphasize  all  roles  to  the  same  degree.  The  mission  statement  helps  the  library  concentrate 
efforts  where  the  needs  are  greatest  and  where  it  has  the  resources  necessary  to  meet  them.  It  is  a 
key  communications  tool,  used  to  inform  library  staff,  library  trustees,  municipal  officials  and  the 
general  public  about  the  scope  of  library  service  and  the  reason  for  the  library's  existence.  It  is  a 
constant  reminder  of  the  library's  service  priorities. 

EXAMPLE  OF  A  MISSION  STATEMENT 

The  Chocksett  Public  Library  is  a  small  library  serving  a  predominantly  rural  area  of  western 
Massachusetts.  The  library's  primary  role  is  the  provision  of  popular  materials  to  three  age  groups 
which  make  heavy  use  of  the  library:  children  of  pre-school  age,  working  adults  and  retirees.  A 
secondary  role  is  service  to  elementary  school  students  who  rely  on  the  public  library  for  materials 
and  information  needed  to  complete  school  assignments. 

In  order  to  meet  the  needs  of  these  groups,  collection  development  focuses  on  recent,  popular  adult 
fiction  and  non-fiction,  picture  books  for  pre-schoolers,  and  selected  natural  science,  history, 
literature,  arts  and  crafts  and  history  materials  for  children  of  elementary  school  age.  Also 
maintained  is  a  small  collection  of  materials  in  large  print  provided  by  the  regional  library  system. 
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All  collections  are  supplemented  by  titles  borrowed  regularly  from  the  regional  bookmobile 
program.  The  library  also  makes  extensive  use  of  Regional  Reference  and  Interlibrary  Loan  Service 
to  help  meet  the  needs  of  library  users. 

Library  funding  is  sufficient  to  maintain  the  collection  and  services  related  to  the  popular  materials 
role.  It  is  not  sufficient  to  provide  adequate  services  and  collections  to  students  in  the  role  of  formal 
education  support.  For  this  reason,  the  library  relies  on  annual  funding  from  the  School  Department 
to  support  services  to  school  students. 


STATEMENT  OF  GOALS,  OBJECTIVES  AND  ACTIVITIES 

While  the  mission  statement  describes,  in  very  general  terms,  how  the  library  focuses  its 
services,  the  statement  of  goals,  objectives  and  activities  is  much  more  specific.  Goals  identify 
problem  areas  which  must  be  addressed  to  ensure  effective  library  service,  while  objectives  and 
activities  define  how  they  will  be  addressed.  Goals,  objectives  and  activities  are  the  core  of  the 
library  plan  because  in  the  final  analysis,  the  plan  will  be  successful  only  to  the  extent  that  goals 
and  objectives  are  achieved 

Goals  differ  from  objectives  and  activities.  Goals  consist  of  broad  targets  representing  areas  of 
need  identified  during  the  planning  process.  In  general  terms  they  describe  desirable  end  results 
towards  which  the  library  will  work.  They  indicate  what  the  library  is  aiming  at,  but  they  do  not 
specify  how  it  will  be  reached. 

Objectives  are  much  more  specific.  They  explain  how  a  goal  will  be  met;  they  define  who  will 
accomplish  what,  by  when  and  under  what  conditions.  Objectives  should  be  measurable  in  terms 
of  quality  and/or  quantity  and  should  include  a  statement  of  expected  impact  on  users.  A  time 
element  should  also  be  expressed  which  promises  completion  of  the  objective  by  the  date  specified. 
The  objective  should  be  written  in  such  a  way  that  when  it  is  completed  you  will  know  that  it  has 
been  accomplished  and  how  well  it  has  been  done. 

Activities  are  more  specific  still.  They  are  the  means  used  to  accomplish  the  objective.  They  are 
the  tasks  which  will  be  undertaken  to  complete  each  objective. 

Goals,  objectives  and  activities  can  be  viewed  as  the  means  of  solving  a  problem,  the  problem 
of  how  to  ensure  that  the  community  is  well  served  by  its  library!  If  thoughtfully  developed, 
they  present  a  clear  strategy  and  a  disciplined  approach  which  can  virtually  guarantee  success  of 
the  library's  planning  effort. 

Goals  and  objectives  are  not  static.  Most  library  plans  are  developed  for  a  three  to  five  year  period. 
Some  are  for  one  year  only.  Whatever  the  length  of  the  planning  cycle,  it  would  certainly  be 
overwhelming  to  incorporate  every  conceivable  goal  and  objective  at  the  very  beginning.  Priorities 
must  be  set  so  that  issues  which  are  most  important  are  addressed  first.  Goals  and  objectives  should 
be  revised  as  conditions  change,  activities  are  accomplished  and  targets  are  met. 
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EXAMPLE  OF  A  STATEMENT  OF  GOALS,  OBJECTIVES,  ACTIVITIES 

GOAL  I :  UPDATE  THE  CHILDREN'S  NONFICTION  AND  REFERENCE 

COLLECTION  TO  BETTER  SUPPORT  THEIR  STUDY  NEEDS  AND  SPECIAL 
INTERESTS. 

OBJECTIVE  1.  To  weed  the  collection  of  dated,  worn,  unused  titles  by  the  end  of 
the  second  quarter  of  the  fiscal  year. 

Activity  1.  Make  arrangements  to  dispose  of  weeded  titles. 

Activity  2.  Spend  three  hours  a  week  for  6  months  weeding. 

Activity  3.  Rid  the  science  collection  of  all  books  which  predate  1980. 


OBJECTIVE  2.  To  include  an  additional  $1,000  in  the  book  budget  request  for  FY91  to 
increase  the  selection  of  current  science  and  reference  titles. 

Activity  1.  Submit  the  request  to  the  Finance  Committee  by  November  15. 

Activity  2.  Explore  alternate  sources  of  funding  e.g.,  LSCA  or  other,  for  the  next 
fiscal  year. 


OBJECTIVE  3.  To  revise  the  library's  collection  development  policy  as  it  relates  to 
science  books  during  the  third  quarter. 

Activity  1.  Submit  draft  recommendation  to  the  trustees  at  their  October  meeting. 

Activity  2.  Schedule  action  on  the  recommendation  at  the  January  meeting  of  the  board. 


GOAL  2.     DETERMINE  THE  FEASIBILITY  OF  OBTAINING  MORE  SPACE  FOR  UBRARY 
OPERATIONS  AND  SERVICES 

OBJECTIVE  1.  To  report  to  the  Board  by  April  on  the  space  needs  of  the  library. 

Activity  1.  Review  standards  and  recommendations  concerning  public  library 
space  requirements  contained  in  published  sources. 

Activity  2.  Document  the  need  for  more  space,  including  an  inventory  of  problems 
with  the  library's  present  facility. 

Activity  3.  Contact  the  Board  of  Library  Commissioners  and  regional  library 
system  for  advice  and  information  about  space  needs. 

Activity  4.  Form  a  study  committee  to  review  the  needs  and  make  recommendations 
to  contribute  to  the  report. 

Activity  5.  Complete  a  first  draft  of  the  report  by  January  1. 
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STEP  8.  PREPARING  THE  WRITTEN  PLAN 


The  library's  plan  was  actually  outlined  in  Step  7  because  all  key  planning  decisions  were  made 
during  the  development  of  goals  and  objectives.  Goals  and  objectives  cannot  stand  by  themselves, 
however.  They  are  a  tool,  but  they  do  not  provide  enough  background  information  to  fully  describe 
the  library's  situation  or  the  reasons  behind  its  goal  decisions.  This  can  only  be  done  through  a 
comprehensive  written  plan  prepared  for  library  staff  and  trustees,  but  also  intended  for  a  lay 
audience  consisting  of  community  officials  and  the  general  public  which  does  not  have  detailed 
knowledge  of  library  principles  and  practices. 

The  plan  need  not  be  lengthy  or  complex,  but  it  should  include  the  following: 

1.  Introduction 

—  Brief  description  of  the  process  used  to  prepare  the  plan  and  who  was  involved 

—  Explanation  of  why  the  planning  process  was  undertaken 

—  Explanation  of  how  the  plan  will  be  used 

2.  Description  of  the  type  of  community  served  by  the  library 

—  Geographic  location  and  features 

—  Population  characteristics 

—  Economic  and  social  conditions 

—  Important  local  issues  which  have  the  community's  attention 

3.  Description  of  library  characteristics 

—  Brief  library  history 

—  Governance  structure 

—  Staffing  levels 

—  Collection  resources 

—  Building  facilities 

—  Use  patterns 

—  Funding  limitations 
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4.  Description  of  criteria  forjudging  adequacy  of  services  and  how  the  library  stands  in 

relation  to  them 

—  Eleven  Elements  of  Basic  Library  Service 

—  Minimum  state  standards  for  receipt  of  LIG/MEG  funds 

5.  Identification  of  library  service  roles 

—  Summary  description  of  each 

—  Explanation  of  current  and/or  desired  degree  of  emphasis 

6.  Summary  of  findings  from  data  gathering  and  analysis 

—  Community  needs,  interests,  and  issues 

—  Strength  of  library  resources  and  services 

—  Library  needs  and  problems 

—  Description  of  necessary  changes 

7.  Explanation  of  library  goals  and  objectives 

—  Inclusion  of  initial  goals,  objectives,  activities 

—  Summary  explaining  why  they  were  selected 

8.  Explanation  of  how  the  plan  will  be  monitored  and  kept  on  target 

—  Discuss  planning  cycle  of  3  to  5  years 

—  Describe  process  of  making  revisions  as  necessary 
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STEP  9.  IMPLEMENTING  THE  PLAN 


The  plan  must  be  officially  adopted  by  the  board  of  library  trustees  before  it  can  be  implemented 
and  before  copies  can  be  distributed.  Adoption  actually  occurs  at  two  stages:  first,  when  the  mission 
statement  and  statement  of  goals  and  objectives  are  submitted;  second,  when  the  final  narrative 
report  is  submitted. 

Upon  official  adoption  by  the  board,  responsibility  for  implementing  the  plan  falls  to  the  library 
director  and  staff.  Regular  reporting  by  the  director  to  the  board,  particularly  in  reference  to 
completion  of  objectives,  will  keep  the  board  informed  and  prepared  to  review  and  revise  elements 
of  the  plan  as  necessary. 
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STEP  10.  REVISING  THE  PLAN  FOR  THE  NEXT  PLANNING  CYCLE 

Planning  is  an  on-going  process  which  will  require  revisions  as  the  plan  begins  to  produce  results. 
If  planning  strategies  contained  in  goals,  objectives,  and  activities  are  successful,  objectives  will 
change  several  times  during  this  cycle,  with  new  objectives  replacing  those  which  have  been  met. 

As  the  planning  cycle  nears  its  end,  work  begins  on  developing  a  thorough  revision  for  the  next 
cycle.  This  should  involve  a  critical  review  of  the  effectiveness  of  the  first  plan  in  producing  the 
results  which  were  expected.  It  should  also  involve  determination  of  new  needs  and  issues,  as  well 
as  identification  of  those  which  have  changed  since  the  first  plan  was  developed. 

Among  the  items  to  be  considered  in  preparation  for  developing  a  revised  plan  are  the  following 
(be  sure  to  have  documentation  for  answers  to  questions): 

1.  Effectiveness  of  Goals,  Objectives,  and  Activities. 

—  Were  activities  completed  on  time  and  were  they  effective  in  meeting  objectives? 

—  Were  objectives  met  as  scheduled?  Did  they  have  a  measurable  impact  on  goal 
fulfillment? 

—  Were  goals  relevant  to  the  real  primary  issues  confronting  the  community  and  the 
library? 

—  Did  the  statement  of  goals,  objectives,  and  activities  truly  represent  an  effective 
strategy  for  moving  the  library  ahead? 

2.  Accuracy  of  the  Mission  Statement. 

—  Does  the  mission  statement  truly  reflect  the  community's  primary  needs  for 
library  service? 

—  Does  the  library  have  the  necessary  resources  (funding,  personnel,  collection, 
building,  equipment,  trustee  commitment,  etc.)  to  fill  this  mission  effectively? 

—  Was  the  mission  statement  effective  in  making  the  community  more  aware  and 
supportive  of  the  library? 

3.  Service  Roles. 

—  How  well  has  the  library  filled  the  service  role  it  chose  to  emphasize?  What  fac- 
tors are  responsible  for  this? 

—  Should  different  roles  be  emphasized  in  the  next  cycle?  Should  the  level  of  ser- 
vice change?  Why  or  why  not? 
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4.  Data. 


—  Did  the  library  have  sufficient  authoritative  data  on  which  to  make  its  planning 
decisions?  Did  it  have  too  much? 

5.  Feedback. 

—  What  was  public  reaction  to  the  plan? 

—  Did  the  plan  help  the  public,  as  well  as  trustees  and  staff,  better  understand  the 
library's  contribution  to  the  community? 

—  What  does  the  community  expect  from  the  library  that  it  is  not  currentiy  capable 
of  adequately  providing? 

—  What  evidence  is  there  that  the  plan  was  effective? 
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CONCLUSION 


With  the  completion  of  these  10  steps  the  planning  process  has  come  full  circle.  The  approach 
outlined  here  is  but  one  of  the  many  possible  approaches  to  planning.  As  each  step  is  begun,  planners 
may  wish  to  amplify  and  adapt  specific  activities  to  suit  the  needs  of  the  local  library.  Library 
planners  are  encouraged  to  be  creative,  to  work  together,  board  and  staff,  to  share  a  commitment  to 
formal  planning  and  to  recognize  planning  as  an  essential,  ongoing  process  which  aids  in  keeping 
library  services  current  with  the  needs  of  the  community. 
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APPENDIX  A 


State  Aid  Regulations 


Regulations  for  Mlnlaua  Public  Library  Service,  July  20,  1973 

(Excerpted  from  the  Code  of  Massachusetts  Regulations  4  slightly  reformatted) 

605  CMR  4.00:    FREE  PUBLIC  LIBRARY  SERVICE 
Section 

4.01:  Regulations 
4.01:  Regulations 

(1)  "Be  open  to  all  residents  of  the  Commonwealth"  means  that  all  residents  of 
the  Commonwealth  shall  have  access  to  reading  and  reference  rooms  under  the  same 
conditions  as  residents  of  the  community. 

(2)  "Make  no  charge  for  normal  library  services"  means  that  no  charges  shall  be 
levied  on  residents  of  the  local  community  for  the  withdrawal  of  library  books 
In  the  regular  circulating  collections  of  the  community's  public  library  or 
I Ibrarles. 

A  charge  may  be  made,  however,  for  dupl Icate  pay  and/or  rental  col  lections; 
for  reserving  books;  for  the  lending  of  special  media  of  communication  such  as 
recordings,  films,  pictures,  etc;  for  special  reference  or  research  services 
such  as  preparation  of  bibliographies,  photocopying,  photostating,  abstracting. 

(3)  "Be  kept  open  a  minimum  number  of  hours  per  week"  means  that  I  tbrary 
service  should  be  available  to  the  community  a  minimum  number  of  hours  per  week 
according  to  the  tabulation  below.  These  hours  of  service  should  be  planned  In 
relation  to  local  community  needs,  and  the  hours  and  days  selected  for  service 
should  reflect  the  maximum  potential  use.  In  communities  which  have  more  than 
one  Independent  library  unit  supported  In  whole  or  In  part  by  public  funds  and 
In  communities  which  have  branches  or  stations  of  a  central  library,  the 
qualifying  number  of  hours  open  will  be  considered  as  the  total  number  of  hours 
during  which  library  service  Is  available  to  the  community  or  any  of  Its  parts 
without  overlapping  or  duplication. 


Libraries  In  communities 
with  population 

(a)  under  2,000 

(b)  2,000  -  4,999 

(c)  5,000  -  9,999 

(d)  10,000  -  14,999 

(e)  15,000  -  24,999 

( f )  25,000  and  over 


Recommended  Minimum  Hours  Open  Per  Week 
(Summer  Schedules  Excepted) 

10  Including  some  evening  hours 
15  Including  some  evening  hours 
25  Including  some  evening  hours 
40  some  part  of  5  days.  Including  some 

evening  hours 
50  some  part  of  5  days,  Including  some 

evening  hours 
63  open  6  days,  Including  some  morning 

afternoon,  and  evening  hours 


Libraries  which  do  not  meet  the  minimum  standards  of  hours  of  service  upon 
the  date  of  application  for  a  state  grant  may  establish  eligibility  for  same 
provided  a  statement  Is  filed  Indicating  that  the  minimum  standard  will  be 
reached  within  a  three-year  period  from  date  of  appl  Icatlon.  Libraries  already 
participating  In  the  state  grant  program  but  who  do  not  meet  the  1966  revision 
of  the  minimum  standards  of  hours  of  service  upon  the  date  they  take  effect  will 
be  granted  a  similar  grace  period  providing  there  Is  filed  a  statement  of  Intent 
to  achieve  the  minimum  standard. 
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State  Aid  Regulations  (cont'd) 

(4)  "Employ  a  trained  library  worker"  means  that  libraries  serving  communities 
within  the  population  groupings  listed  below  should  maintain  the  minimum 
personnel  standards  as  I  isted. 

In  order  to  protect  all  present  Incumbents,  the  personnel  standards  will 
apply  to  new  appointees  only.  New  appointees  to  I Ibrar Ian- ln-charge  positions 
In  libraries  serving  a  population  of  under  10,000  will  be  allowed  a  five-year 
period  In  which  to  qualify  by  special  training,  as  defined  below. 

Col  lege  graduation  means  graduation  with  a  degree  from  a  col  lege  accredited 
by  a  regional  accrediting  association  recognized  by  the  National  Commission  on 
Accredl tl ng. 

Professional  training  means  graduation  with  a  degree  from  an  approved 
library  school.  An  approved  library  school  is  one  that  Is  accredited  by  the 
American  Library  Association  and/or  approved  by  the  Massachusetts  Board  of 
Library  Commissioners. 

Effective  January  1,  1970,  a  municipal  ity  wll I  be  considered  Inel lglble  for 
direct  state  aid  If  the  library  has  had  an  acting  I Ibrar! an- !n-charge  or  an 
acting  chief  librarian  for  three  or  more  years  from  the  date  that  the  position 
became  vacant. 

In    any    case    where  It  Is  certified  that  application    of    these  personnel 
standards    would  work  a  hardship  on  the  library  Involved,  the  Board  reserves  to 
Itself  the  right  to  exempt  a  community  from  the  standard. 


Libraries  In  communities 
with  population 

(a)  Under  2,000 


(b)  2,000  -  4,999 


(c)  5,000  -  9,999 


Personnel  Standards 


L  Ibrar  1  an- ln-charge:  graduation  from  high 
school  with  special  training  either  received 
or  to  be  received  within  a  five-year  period  by 
courses  in  the  basic  library  techniques  of 
administration,  book  selection,  cataloging  and 
classification,  and  reference  offered  through 
a  university  extension  program,  state  I Ibrary 
extension  agency,  or  by  professionally 
qualified  personnel  Instructing  In 
Institutions  of  higher  education  or  In  a 
regional  I  Ibrary  system  approved  by  the  Board 
of  Library  Commissioners.  Qualify  for  a 
certificate  of  subprof esslonal  I Ibrar I ansh ip 
Issued  by  the  Board  of  Library  Commissioners. 

L Ibrar lan- ln-charge:  completion  of  2  years  of 
college  with  special  training  as  Indicated 
above  for  communities  under  2,000.  Qualify 
for  a  certificate  of  subprofesslonal 
I Ibrar I ansh Ip  Issued  by  the  Board  of  Library 
Comml ssloners. 

L  Ibrar  lan-  ln-charge:  college  graduate  with 
special  training  as  Indicated  above  for 
communities  under  2,000.  Qual Ify  for  a 
certificate  of  subprofesslonal  I  I brarl ansh I p 
Issued  by  the  Board  of  Library  Commissioners. 
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State  Aid  Regulations  (cont'd) 


(d)  10,000  -  24,999 


(e)  25,000  -  49,999 


(f)  50,000  and  up 


Chief  Librarian!  college  graduate  with  a 
degree  from  an  approved  library  school; 
experience  in  library  work;  plus  a  certificate 
of  professional  I  1 brarlansh 1 p  Issued  by  the 
Board  of  Library  Commissioners.  At  the 
discretion  of  the  Board  of  Library 
Commissioners,  appol  ntees  will  be  allowed  up 
to  5  years  to  attain  a  library  school  degree. 

Chief  Librarian;  college  graduate  with  a 
degree  from  an  approved  I  Ibrary  school  ; 
experience  in  I Ibrary  work,  preferably  In  a 
supervisory  capacity;  and  a  certificate  of 
professional  I ibrarlansh ip  Issued  by  the  Board 
of  Library  Commissioners.  It  Is  understood 
that  appointees  In  this  category  must  be  fully 
qualified  upon  appointment. 

Chief  Librarian;  college  graduate  with  a 
degree  from  an  approved  library  school; 
experience  in  library  work  Including 
supervisory  experience;  and  a  certificate  of 
professional  I Ibrarlansh Ip  Issued  by  the  Board 
of  Library  Commissioners.  It  Is  understood 
that  appointees  In  this  category  must  be  fully 
qualified  upon  appointment. 


(5)  "Expend  a  reasonable  portion  of  the  library's  total  budget  for  books  and 
periodicals"  means  that  the  Board  of  Library  Commissioners  In  determining  "a 
reasonable  portion"  will  be  guided  by  the  tabulation  given  below.  Trust  funds 
may  or  may  not  be  included  In  computing  and  reporting  the  total  budget.  Monies 
received  as  state  or  federal  aid  funds  for  the  operation  of  a  regional  library 
system  program  must  not  be  Included  In  computing  a  local  library's  expenditures 
for  books  and  related  materials. 


Libraries  In  communities 
with  population 


(a)  Under  5,000 

(b)  5,000  -  9,999 

(c)  10,000  -  14,999 

(d)  15,000  -  24,999 

(e)  25,000  -  49,999 

(f)  50,000  and  over 


Minimum  percentage  of  library's 
total  annual  budget  for  books 
and  periodicals* 

20% 

19 
16 
15 
13 
12 


Libraries  which  do  not  meet  the  mlnumum  standards  of  expenditures  for  books 
and  periodicals  upon  the  date  of  appl  Icatlon  will  be  granted  a  three-year  period 
In  which  to  meet  these  mlnumum  standards.  Libraries  already  participating  In 
the  state  grant  program  but  who  do  not  meet  the  1966  revision  of  the  mlnumum 
standards  of  expenditures  for  books  and  periodicals  upon  the  date  they  take 
effect  will  be  granted  a  similar  grace  period  provided  there  Is  filed  a 
statement  of  Intent  to  achieve  the  minimum  standard. 


•please  see  attached  11-88  Note  regarding  605  CMR  4.01(5) 
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State  Aid  Regulations  (cont'd) 

(6)  "Lend  books  to  other  libraries  In  the  Commonwealth  and  extend  privileges  to 
the  holders  of  cards  Issued  by  other  public  libraries  In  the  Commonwealth  on  a 
reciprocal  basis"  Is  Interpreted  by  the  Board  In  accordance  with  M.G.  L.  c.  78, 
s.  8  as  fol  I ows: 

(a)  "Lend  books  to  other  libraries  In  the  Commonwealth"  means  that  any  free 
public  library  accepting  a  state  grant  must  be  willing  to  lend  Its  books  to 
any  other  free  publ  Ic  I  Ibrary  also  accepting  a  state  grant  for  the  use  of 
the  residents  of  the  other  community  under  such  conditions  and/or 
regulations  of  Inter-library  loan  procedure  as  may  be  made  by  the  board  of 
trustees  or  other  authority  having  control  of  the  library  so  lending. 

(b)  "Extend  privileges  to  the  holders  of  cards  Issued  by  other  publ  Ic 
libraries  In  the  Commonwealth  on  a  reciprocal  basis"  means  that  all  public 
libraries  participating  In  the  direct  state  aid  grant  program  must  be 
willing,  on  a  reciprocal  basis,  to  extend  direct  access  and  services  to 
non-residents  who  are  card  holders  In  other  libraries  participating  In  the 
state  grant  program  and  on  the  same  basis  as  accorded  to  residents  of  the 
municipality  In  which  the  library  Is  located. 

(c)  Libraries  which  do  not  meet  this  revision  of  the  standard  on  July  1, 
1974,  the  date  It  takes  effect,  may  establish  eligibility  provided  a 
statement  Is  filed  agreeing  that  reciprocal  borrowing  arrangements  among 
libraries  participating  In  the  state  grant  program  will  be  phased  In  and 
the  charging  of  a  non-resident  borrower's  fee  discontinued  within  the 
specified  time  period  as  follows: 

1.  Anfifl.  Between  and  among  the  publ Ic  I Ibrarles  located  within  each  one 
of  the  fifteen  sub- areas  within  2  years.  There  must  be  evidence  of  some 
compl lance  In  the  Intervening  period. 

2.  Regional  System.  Between  and  among  all  public  libraries  located 
within  one  of  the  three  regional  publ  Ic  I  Ibrary  systems  within  4  years. 
Evidence  of  compliance  will  be  the  existence  and  use  of  a  regional  card. 

3.  i±fl±s.  Between  and  among  al I  the  publ Ic  I Ibrarles  throughout  the 
state  within  5  years.  There  must  be  evidence  of  some  compliance  within 
the  intervening  period. 

(d)  Books  and  related  materials  held  by  local  libraries  under  trust 
agreements  to  the  contrary  or  purchased  by  local  libraries  out  of  trust 
monies  and  appropriately  marked  as  having  been  so  obtained  shall  not  come 
within  the  purview  of  this  requirement  If  It  appears  to  local  boards  of 
trustees  that  such  non-dl scretlonary  use  either  by  non-residents  having 
direct  access  to  the  library  or  via  Inter-library  loan  would  violate  the 
terms  of  the  will  or  other  Instrument  establ  Ishlng  said  trust. 

(e)  Local  libraries  should  reserve  the  right  to  refuse  to  negotiate  an 
Inter-library  loan  for  local  registered  borrowers  who  are  flagrantly 
delinquent;  and  local  library  administrators  should  agree  to  cooperate 
fully  with  one  another  in  effecting  the  return  of  overdue  books  borrowed  by 
non-residents. 

REGULATORY  AUTHORITY 

605  CMR  4.00:    M.G.L.  c.  78,  s.  19A  and  19B. 

For  additional  Information  please  contact:  Mass.  Board  of  Library 
Commissioners,  Janet  Price  or  Mary  Lttterst,  1-800-952-7403. 

STANDARDS: 605 CMR4  11-29-88 
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State  Aid  Regulations  (cont'd) 


NOTE  REGARDING:  605  Of?  4.01(5):  Free  Public  Library  Service 


As  promulgated  in  1973,  605  CMR  4.01(5)  does  not  reflect  the  November, 
1  987  amendments  to  Massachusetts  General  Laws  c.  78,  s.  1 9B  made  by  the 
passage  of  c.  478,  s.  2,  Acts  of  1987. 

We  want  to  point  out  that,  In  keeping  with  the  statutory  change,  the 
Board's  staff  will  Include  expenditures  for  non-print  library  materials  with 
expenditures  for  books,  periodicals  and  microforms  when  calculating  whether  an 
applicant  has  met  the  percentages  noted  on  p.  3.  The  Board '  s  staff  will 
continue  to  do  this  until  revised  regulations  are  promulgated. 

Please  do  not  hestitate  to  contact  Mary  Litterst  or  Janet  Price  if  you 
have  any  questions. 


Massachusetts  Board  of  Library  Commissioners 
648  Beacon  Street 
Boston,  MA  02215 
1-800-952-7403 


STANDARDS : CMR4  NOTE 
11-88 
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78:19 A.    State  aid;  determination. 


Section  19A.   The  state  treasurer  shall  annually,  on  or  before  July  1 

first,  pay  from  monies  appropriated  from  the  Local  Aid  Fund  for  that  2 

purpose,  to  each  city  or  town  certified  by  the  board  of  library  3 

commissioners  to  have  met  certain  minimum  standards  of  free  public  4 

library  service  established  by  said  board,  an  amount  to  be  used  for  5 

the  free  public  library  or  libraries  of  said  city  or  town,  to  be  deter-  6 

mined  as  follows: —  7 

(1)  to  each  town  having  a  population  of  less  than  two  thousand  8 
five  hundred,  a  sum  equivalent  to  the  amount  appropriated  by  it  for  9 
free  public  library  service  during  the  preceding  year,  but  in  no  event  10 
more  than  one  thousand  two  hundred  and  fifty  dollars;  11 

(2)  to  each  city  and  to  each  town  having  a  population  of  two  12 
thousand  five  hundred  or  more,  a  sum  not  exceeding  fifty  cents  for  13 
each  resident  therein;  provided,  however,  that  such  city  or  town  14 
appropriates  during  the  preceding  year  for  its  free  public  library  15 
service  at  least  one  thousand  two  hundred  and  fifty  dollars;  16 

(3)  to  each  city  and  town,  in  addition  to  the  amount  specified  in  17 
paragraph  (1)  or  (2),  a  sum  determined  by  allocating  the  remaining  18 
available  amount  among  the  cities  and  towns  according  to  the  provi-  19 
sions  of  section  eighteen  C  of  chapter  fifty-eight  20 

(4)  in  addition  to  the  amounts  specified  in  paragraphs  (1),  (2)  and  21 
(3),  to  each  city  or  town  whose  library  is  designated  a  major  nonresi-  22 
dent  lender  by  said  board,  an  amount  for  the  purpose  of  offsetting  the  23 
costs  of  extending  said  service  to  nonresidents.  Said  amount  shall  be  24 
determined  by  said  board  by  allocating  the  sum  appropriated  for  this  25 
purpose  according  to  criteria  and  formulae  developed  by  said  board  in  26 
consultation  with  the  regional  public  library  systems  established  27 
under  section  nineteen  C.  28 

No  city  or  town  shall  receive  any  money  under  this  section  in  any  29 

year  when  the  appropriation  of  said  city  or  town  for  free  public  30 

library  services  is  below  an  amount  equal  to  the  average  of  its  31 

appropriation  for  free  public  library  service  for  the  three  years  32 

immediately  preceding,  increased  by  two  and  one-half  per  cent  of  said  33 

average.  Said  board  may,  upon  petition  of  a  community,  waive  afore-  34 

said  requirement  upon  demonstration  of  fiscal  hardship.  Said  waiver  35 

may  only  be  granted  by  said  board  in  a  given  fiscal  year  to  not  more  36 

than  ten  cities  and  towns  in  the  commonwealth.  37 
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78:19B.    State  aid;  annual  reports  by  libraries;  requisites  for  aid. 

Section  19B.   The  board  of  library  commissioners,  in  setting  up  1 

minimum  standards  of  free  public  library  service  and  in  certifying  2 

such  libraries  for  aid  under  section  nineteen  A  shall  require  the  filing  3 

of  an  annual  report  and  shall  require  that  such  public  libraries  4 

(1)  be  open  to  all  residents  of  the  commonwealth,  5 

(2)  make  no  charge  for  normal  library  services,  6 

(3)  be  kept  open  a  minimum  number  of  hours  per  week,  7 

(4)  employ  trained  library  personnel  in  accordance  with  regula-  8 
tions  promulgated  by  the  board  of  library  commissioners,  9 

(5)  expend  a  reasonable  portion  of  the  library's  total  budget  on  10 
library  materials,  11 

(6)  lend  books  to  other  libraries  in  the  commonwealth  and  extend  12 
privileges  to  the  holders  of  cards  issued  by  other  public  libraries  in  13 
the  commonwealth  on  a  reciprocal  basis,  14 

(7)  include  in  their  annual  report  the  total  number  of  nonresident  15 
loans  and  nonresident  circulation  as  a  percentage  of  the  library's  total  16 
circulation,  as  certified  by  the  librarian  and  subject  to  an  audit  by  the  17 
state  auditor.  18 
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APPENDIX  B 


SURVEYS 


Representative  opinions  and  perceptions  often  are  obtainable  only  by  conducting  a  community- 
wide  survey.  A  side  advantage  of  surveying  is  that  it  may  heighten  the  awareness  level  of  the  targeted 
population.  There  are  basically  three  kinds  of  surveys: 

—  the  in-person  interview 

—  the  telephone  interview 

—  the  printed  questionnaire 

In-person  interview.  Questioning  people  face-to-face  is  perhaps  the  most  effective  method  to 
obtain  reliable  data  with  a  sensitive  interviewer.  This  type  of  interview  works  well  for  in-depth 
open-ended  questioning  and  usually  results  in  a  good  response  rate.  Its  usefulness  may  be  limited 
by  time,  money  or  geography.  Face-to-face  interviews  should  be  less  than  a  half  hour  in  an  office 
or  home,  less  than  five  minutes  on  the  street. 

Telephone  interviews  can  reach  a  large  geographical  area  with  good  results,  especially  on  a  local 
issue.  By  way  of  caution: 

—  calls  to  homes  during  business  hours  may  produce  an  unrepresentative  sample 

—  rapport  may  be  difficult  between  strangers 

—  no  questions  employing  graphic  aids  can  be  used 
Limit  telephone  interviews  to  15  minutes. 

Questionnaires  on  printed  forms  that  require  a  written  response  and  are  distributed  by  hand,  mail, 
local  newspaper,  etc.,  can  reach  a  large  sample,  but  distribution  methods  affect  the  rate  of  return. 
Some  libraries  have  had  excellent  luck  making  it  a  Boy  Scout/Girl  Scout  community  project, 
handing  the  surveys  out  and  collecting  them  the  next  day.  The  questionnaires  should  take  no  longer 
than  15  minutes  to  complete.  If  the  questionnaires  are  mailed,  expect  at  least  a  5%  return  rate. 
Remember  that  limiting  the  survey  to  current  borrowers  will  result  in  a  limited  set  of  data  which  is 
valid  only  when  applied  to  questions  on  current  use  of  the  library. 
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Representative  Sampling:  Community  Surveys 

If  it  is  not  possible  to  telephone,  mail  or  distribute  a  survey  to  every  household  in  the  community, 
a  reliable  and  representative  sample  must  be  selected.  The  following  suggestions  do  not  meet  the 
rigorous  requirements  of  formal  research,  but  it  is  believed  they  will  provide  data  sufficiently  reliable 
for  your  purpose. 

For  populations  of  1,000  or  more,  the  size  of  the  sample  (i.e.,  the  number  of  persons  queried) 
should  be  10%  of  the  total  population,  but  not  more  than  400.  A  response  rate  of  50%  should  yield 
meaningful  results.  Unanswered  phone  calls  should  be  treated  the  same  as  unreturned  mail  surveys. 

For  populations  of  under  1,000,  at  least  50  usable  responses  should  be  obtained  regardless  of 
population  size. 

To  obtain  a  representative  sample,  use  a  local  census  list  or  other  town  listing.  Divide  the  total 
number  of  names  on  the  list  by  the  required  sample  size.  This  will  produce  the  interval.  For  example, 
say  there  are  4800  names  in  the  local  census  listing;  divide  that  number  by  400  to  determine  that 
the  interval  is  12.  Select  a  number,  1-12  at  random;  let  us  say  that  the  number  chosen  is  5.  Count 
off  5  names  on  the  list,  and  starting  with  the  fifth  name,  mark  every  12th  name  on  the  list  until  there 
are  a  total  of  400  names  marked. 

In  creating  the  questionnaire,  determine  precisely  what  information  is  needed.  Don't  ask  any 
questions  that  don't  need  answers.  Limit  questions  to  20  or  fewer.  Ask  questions  relating  to  general 
information  first,  such  as  library  use,  hours,  etc.,  followed  by  more  specific  questions  aimed  at 
present  library  users.  Care  should  be  taken  not  to  phrase  questions  in  such  a  way  that  the  respondent 
is  limited  to  a  pre-determined  answer. 

Although  each  library  should  develop  its  questionnaire  based  on  its  own  information  needs,  sample 
wording  may  be  useful  in  the  process  of  drafting  the  questions  to  be  asked.  A  helpful  source  for 
sample  questions  and  questionnaires  is  A  Planning  Process  for  Public  Libraries  by  Vernon 
Palmour,  (See  bibliography,  pages  1 17- 120.)  Regional  consultants  are  also  available  to  answer  any 
questions  you  may  have  and  to  provide  assistance  in  the  development  of  the  survey. 
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Developing  Survey  Questions 

Generally  speaking,  the  information  sought  from  surveys  may  be  obtained  from  responses  to  the 
following  four  questions: 

1.  Whom  does  the  library  serve? 

Proportion  of  community? 
Age  distribution? 
Level  of  education? 

Homogeneous  or  heterogeneous  group? 

Representative  of  community  population,  or  special  group? 

Frequent  or  occasional  library  users? 

Where  are  they  located— near  or  far  from  the  library? 

Borrowers  or  in-building  library  users?  For  every  book  borrowed  one  in-house  use. 
Recreational  readers  or  information  seekers? 

2.  How  well  is  the  library  doing  now? 

Do  people  find  what  they  want? 

Can  the  library  answer  the  questions  it  is  asked? 

Does  staff  offer  adequate  assistance? 

Are  patrons  satisfied  with  services? 

Must  people  wait  for  materials  or  service? 

Does  collection  cover  areas  of  interest  to  your  community? 

Are  library  materials  sufficiently  up  to  date? 

Do  borrowers  understand  and  support  overdue  and  fine  policies? 

Is  the  library  providing  adequate  service  for  all  user  groups? 
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3.  What  are  the  library's  problems? 
Inadequate  space? 

Physical  environment  uncomfortable  or  deteriorating? 

Library  inaccessible  because  of  location,  parking  problems  or  design? 

Loss  of  materials  from  collection? 

Backlogs  of  work  staff  unable  to  complete? 

Staff  is  unable  to  meet  service  demands  at  peak  periods? 

Public  is  not  aware  of  library  services? 

Adjusting  service  in  response  to  decreased  funding? 


4.  How  should  the  library  change? 
Increase/decrease  hours? 
Increase/decrease  materials? 
Increase/decrease  programming? 
Increase/decrease  reference  service? 
Increase/decrease/rearrange  space? 
Revise  policies? 
Increase  library  publicity? 
Increase  gifts,  contributions,  revenue  generation? 
Offer  new  or  different  services? 


Before  sending  the  questionnaire,  test  it  on  a  group  of  six  or  eight  volunteers.  TALLY  THEIR 
RESPONSES  TO  BE  SURE  THAT  THE  QUESTIONS  ARE  WORDED  IN  SUCH  A  WAY 
THAT  THE  ANSWERS  PROVIDE  THE  SPECIFIC  DATA  NEEDED. 
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Cost  Finding  for  Public  Libraries:  A  Manager's  Handbook.  Philip  Rosenberg.  Chicago: 
American  Library  Association,  1986.  $9.95  pap. 

The  purpose  of  this  manual  is  to  assist  "libraries  of  various  sizes  to  analyze  their  costs  of  common 
services  and  operations  in  a  consistent  and  efficient  manner."  It  is  divided  into  three  parts:  Part  I 
provides  an  overview  of  cost  concepts  and  introduces  the  methodologies  used  in  cost  findings;  Part 
II  offers  a  workbook  approach  to  calculating  the  full  cost  of  the  library  activities  identified  by  the 
library  manager;  and  Part  HI  shows  the  manager  how  to  use  the  available  data  and  how  to  simplify 
data  collection  procedures,  thereby  reducing  the  burden  (and  the  cost)  of  more  traditional  formalized 
systems  while  still  achieving  reasonably  accurate  results. 

Massachusetts  Municipal  Profiles,  1987-1988.  Alfred  Garwood,  ed.  Information  Publication, 
3790  El  Camino  Real,  #162,  Palo  Alto,  CA  94306.  $59.95. 

Provides  concise  yet  comprehensive  one-page  profiles  for  every  city  and  town  in  Massachusetts. 
Covers  population,  government,  housing,  finance,  and  schools.  Also  lists  local  officials  and  state 
and  federal  representatives.  The  appendices  provide  demographic  and  housing  information  about 
the  state  as  a  whole  and  for  each  of  the  fourteen  counties;  plus  data  about  regional  and  non-local 
public  schools. 

Options  for  Small  Public  Libraries  in  Massachusetts:  Recommendations  and  A  Planning  Guide. 
Nancy  Bolt  and  Corinne  Johnson,  JNR  Associates.  Chicago:  American  Library  As- 
sociation, 1985.  $17.00  pap. 

Written  to  help  small  libraries  (those  serving  a  population  of  under  15,000)  to  choose  the  kinds 
and  levels  of  services  that  they  will  offer  to  their  communities.  A  modified  planning  process  is 
included  to  simplify  planning  and  allow  library  directors  and  boards  of  trustees  to  make  decisions 
about  the  future  of  library  service  in  their  communities.  The  section  "Making  Decisions1'  shows  how 
to  write  a  statement  of  mission,  goals,  and  objectives  necessary  to  planning.  Copies  of  this 
publication  were  sent  to  each  public  library  in  Massachusetts,  and  are  available  to  Massachusetts 
libraries  on  request  from  the  Board  of  Library  Commissioners. 
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Output  Measures  For  Public  Libraries:  A  Manual  of  Standardized  Procedures.  Douglas  Zweizig 
and  Eleanor  Jo  Rodger.  Chicago:  American  Library  Association,  1982.  $8.00. 

The  second  of  a  trio  of  guides  (with  Palmour  et  al.  being  the  first,  and  the  second  edition  of  this 
manual  being  the  third)  to  local  planning  for  public  libraries.  While  Palmour  assisted  libraries  in 
measuring  their  performance  through  the  study  of  library  resources  (inputs),  this  guide  assists  them 
in  measuring  in  terms  of  library  services  (outputs).  It  identifies  a  set  of  measures  related  to  common 
public  library  service  activities  and  includes  a  set  of  standardized  procedures  for  these  measures. 
Somewhat  more  philosophical  than  the  second  edition  and  not  quite  as  easy  to  use,  but  valuable  for 
the  background  information  it  provides. 

Output  Measures  for  Public  Libraries:  A  Manual  of  Standardized  Procedures.  2nd  ed.  Nancy 
Van  House,  Mary  Jo  Lynch,  Charles  McClure,  Douglas  Zweizig  and  Eleanor  Jo 
Rodger.  Chicago:  American  Library  Association,  1987.  $12.50  pap. 

This  manual  is  about  using  measurement  to  evaluate  public  library  services.  It  defines  a  set  of 
measures  relevant  to  common  public  library  goals  and  gives  detailed  instructions  for  using  them.  It 
also  discusses  the  uses  of  measurement  in  public  library  management,  gives  guidance  on  choosing 
measures,  and  makes  suggestions  for  interpreting  the  data.  Easy  to  use,  easy  to  understand,  and  very 
helpful.  Most  useful  for  small  libraries  having  one  or  more  professional  staff  members,  medium- 
sized  libraries,  regional  systems,  and  for  state  library  agencies  to  use  for  public  library  development. 
A  copy  of  this  publication  was  sent  to  each  library  in  Massachusetts  serving  a  population  of  15,000 
or  over. 


Planning  and  Role  Setting  for  Public  Libraries.  Charles  McClure,  Amy  Owen,  Douglas  Zweizig, 
Mary  Jo  Lynch  and  Nancy  Van  House.  Chicago:  American  Library  Association,  1987. 
$14.00  pap. 

This  manual  presents  a  planning  process  for  public  libraries.  It  also  introduces  a  set  of  public 
library  "roles"  for  librarians  to  use  in  choosing  the  most  appropriate  roles  that  their  library  should 
fill  in  the  community.  It  guides  users  through  a  process  of  retrieving  data  on  existing  conditions  and 
services,  defining  the  library's  roles  and  mission,  setting  these  objectives,  choosing  strategies  to 
achieve  these  objectives,  and  evaluating  the  results  of  the  process.  To  be  used  in  conjunction  with 
Output  Measures  for  Public  Libraries:  A  Manual  of  Standardized  Procedures,  2nd  ed.,  referred  to 
elsewhere  in  this  list.  A  copy  of  this  publication  was  sent  to  each  library  in  Massachusetts  serving 
a  population  of  15,000  or  over. 
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A  Planning  Process  for  Public  Libraries.  Vernon  E.  Palmour,  Marcia  C.  Bellassai  and  Nancy  V. 
De  Wath.  Chicago,  American  Library  Association,  1980.  op 

The  granddaddy  of  all  the  ALA  output  measure  guides.  Without  this  one  there  might  not  have 
been  the  other  two  for  which  this  title  laid  the  groundwork.  Designed  as  a  "how  to"  publication 
illustrating  methods  and  procedures,  but  also  discusses  why  things  should  be  done.  Very  heavy  on 
the  philosophical  aspect  of  planning  but  includes  a  great  deal  of  information  on  the  types  and 
methods  of  conducting  user  surveys. 

Planning  the  Small  Library  Building.  Anders  Dahlgren.  Chicago:  American  Library  Associa- 
tion, 1985.  [Small  Libraries  Publication  -  No.  11]  $5.00. 

Intended  as  a  starting  point  for  librarians  and  trustees  not  experienced  in  planning  facilities,  this 
publication  provides  a  brief  overview  of  the  facilities  planning  process  for  smaller  communities.  It 
describes  the  formation  of  a  building  team,  drafting  a  building  program  statement  and  selecting  a 
site.  It  suggests  as  well  some  general  design  considerations.  Alternatives  to  new  construction  are 
also  discussed. 


Public  Library  Space  Needs.  Anders  Dahlgren.  Madison:  Wisconsin  Department  of  Public  In- 
struction, 1988.  $5.50. 

An  outline  to  aid  librarians  and  trustees  to  determine  whether  to  initiate  a  comprehensive  facilities 
planning  process.  Designed  to  aid  in  calculating  the  estimated  space  needs  for  the  collection,  user 
seating,  staff  work  area,  meeting  rooms,  special  use  areas  and  non-assignable  space. 

Research  Methods  in  Librarianship.  Techniques  and  Interpretations.  Charles  H.  Busha  and 
Stephen  P.  Harter.  New  York:  Academic  Press,  Inc.,  1980.  $22.50 

One  of  the  most  comprehensive  guides  to  planning,  performance,  and  evaluation  of  research  in 
library  and  information  science.  One  of  its  principal  purposes  is  to  be  used  as  a  handbook  for 
practicing  professionals  who  need  a  manual  to  help  them  in  their  investigations  or  for  evaluating 
completed  research  concerning  all  types  of  libraries.  Intended  as  a  guide  to  research  for  practicing 
professionals  at  all  levels.  Emphasis  is  on  the  practical  as  opposed  to  the  esoteric.  Includes  chapters 
on  survey  research  in  librarianship  which  discuss  such  things  as  questionnaires,  types  of  questions 
and  interviews,  library  user  studies,  library  and  community  surveys  and  the  computer  and  calculator 
as  research  aids. 
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Survey  Savvy:  A  Guide  for  Understanding  Surveys.  League  of  Women  Voters  of  Massachusetts, 
8  Winter  Street,  Boston,  MA  02108,  1979.  $4.50  pap. 

Geared  to  the  novice.  Covers  objectives,  schedules,  data  collection  methods,  sampling,  types  of 
questions  to  ask,  questionnaires,  interviews  and  analysis.  Very  useful  for  beginners;  explanations 
are  crystal-clear. 

Note:  Materials  listed  above  may  be  borrowed  from  the  regional  library  system  or  from  the 
Massachusetts  Board  of  Library  Commissioners. 


REVIEW  JOURNALS 

BOOKLIST.  22  times  per  year.  American  Library  Association,  50  E.  Huron  Street,  Chicago,  IL 
60611.  $51  per  year. 

Reviews  not  only  the  new  books,  arranged  according  to  three  major  age  groups,  but  also 
audio- visual  materials,  (i.e.,  films,  videos,  recordings,  etc.)  and  microcomputer  software.  Each  issue 
includes  a  section  on  current  reference  books.  Foreign  language  books  are  also  reviewed  for  children 
and  adults. 


LIBRARY  JOURNAL.  20  issues  per  year.  Library  Journal,  P.O.  Box  1977,  Marion,  OH  43306- 
1977.  $69  per  year. 

Short  and  long  articles  on  library  affairs,  librarians,  and  associated  activities.  One  of  the  principal 
library  news  journals  in  the  U.S.  Reviews  adult  books  and  audio-visual  materials.  The  fiction  is 
subdivided  into  areas  which  deal  with  mysteries  and  science  fiction.  General  articles  throughout  the 
year  cover  the  latest  books  in  reference,  science,  business,  etc. 

SCHOOL  UBRARY  JOURNAL.   1 1  issues  per  year.  School  Library  Journal,  P.O.  Box  1978, 
Marion,  OH  43306-1978.  $56  per  year. 

A  library  journal  for  school  librarians  and  others  working  with  children  and  young  adults.  Reviews 
books,  audio-visual  materials  and  computer  software  for  children  and  YAs,  and  adult  books  for 
young  adults. 

Note:  For  samples  of  the  above  periodicals,  contact  your  regional  library  system. 
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